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ciiaTTtor X 

Introduction 

iJefiniticn of rxccutlve ...va3.uutlon 

Gincc our civf ?. iso.tirn vc hove had oval'll ticn in 

luvio fom ■’out vory Ir.ttXo dr.vclo) ’^sent in this field liu\e been 

cone until the lart hc.lf centar^% /Talu* tion of ir.dlviduals 

{;oec on under -"..uiy different ouch a« ^erit rating, 

■•fficiGney ratin':^, Icyeo apf.raisrl, eorvico ratin', per- 

coirfi irnrentoiy, cri'-lcyec pr(5gre.-c report, and '^rfiny oVier 

titles too nunerous to ’mention here. 

/ 

Individual tion of execute iu s been defined in 

^any '/uy.3* Fcrha . 0 ' the ?r>oet co--'" rchenslve dn^ii-jition is that 
if haloey vmich is: 






• «,an orderly, syste-'ratic and carefully con- 
sidered analysis and evaluation of a person’s serv- 
ices, hased on both observations over a consider.hle 
period of tire ^^nd a study of all available object- 
ive records of p«i'for'’o.ncs snd behavior.^ 



j, .jliyhtly di-’ferent emphasis is ploced by ,vnowI«*s and 
^hoT", .--on on the r.attei* of evaluation* They ss»y; *'.**(lt 
is) a ,c/otera for discovery and clascirication of the indi- 
vidual differences fonnnig employees ***’^*^ One of the Icv-d- 

I ^ 

inr authorities in the industrial vorld has expa nded the de- 

ir.ition to cover al. cot every f-cet of evaluation. 

To pro"’ote Dy3te.-;utic rnalysio of the perfor- 
ru^nce unci abllitioo and capacities of employceo in 






^ and Vsino; Industrial .service x.tinc s» Geor'e D, Halsey, 

I harp-or and Lr others, h«\v' iorh, 1944, p.f* 

^ ent of -vsa end ..obert D, Thomson, 

The hachillan Cempany, York, 1943, p*144* 
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order th^t e~:. loyees i nd nan^-., ;e'ient . y "be kept in- 
! forriOd concerning cm loyee^s progreco in their work 

and their ortunitics and \ o;. n and no- ns. of iiAprove- 
' »':ent; ... (It) is designed to encourage and faciii- 

' tate iuti'x to and }:crsoir:vl rcl'.tionshl . s between 

I supervisor and e"nployee and to provide the uniform 

1 and neth.odic 1 j’ceording of o , lo: ee rrocress.- 

I 

Ihin particular dofinitirn ircludes, in the second scntencej 
'on inference v;hicli is pertinent to Hiio ^tudy, i.e, tie en- 
couragor :nt and faciiit; tier*, of veZ tionslnpo hotv^eon super- 

I 

■mL COT end c-p'. 1 ov c c * 

Vo surn-ri'ri2'.c the dofiniticn of executive eval lution 
ar. that tool vhich cnvs,bles man., ^.c^-ent to evaluate the e.yiloy- 
' cc with rec- ect to the erganisotien "by the most orderly 
ifx t'.:od, 

1 . 5 T.*; ertance o.f "xccative Evaluation 

The importance of ovalua,ticn of executives can ncvci’ he 
too ;* Tangly stroGced, Although we live tod.?.y in an cr.a of 
thr* n-tlon’r. ml liturgy and industrial loaders and 
thnjo through ''ut the v.’'orld arc reclisii:g aore and rcore the 
. re.t inr-'^rtance of the individual in achieving success in 
c'liy t./ *e of undertaking, whether it he 130.0101080 or militaiy 
jin ch-'racter, ,ho prime requisite in achieving this cueceso 
io the proper selection and placement of xjeroonnel. Tor .siany 
y*:.r?:. , husinesses .laced reliance in the c.bilitiec of '^ne or 
two ir.di vide?;} s to . r 7 •'*rly cv.'.lu; to the job a d the man. 
jTid .y, guides to as.:>ir.t in the evolution of any oyecutivc 

d i l.^ns for hs.iir.g »'rlcvees .. ifation'-l Industrie.! Conference 
I '*orrd Inc., .tie*:. no in personnel ."olic" Eo. C. , hcv/ York, 
dune 19 !^ 8 , p. 5 . 
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are available. But, it must be realized that the results 
obtained from using these guides are directly dependent on 
the skill with which they are used and tho acceptance by both 
the rater and the rate© of the principles involved in evalu- 
ating personnel# ’’The mechanics of rating are so easy} accu- 
rate judgement so difficult#"^ 

S’requently v/e find employees, and occassionally even 
executives, who utterly fail to understand the underlying 
theory behind evaluation techniques and the uses to vrhich 
evaluations are put# It is felt that this occassional mis- 



understanding arises from the methods used by small business- 
men who evaluate their personnel without resorting to the use 
of a guide for assistance as required in a larger esto.blish- 
ment. One of the outstanding successful businessmen in the 
United States, Edvard R# Stettinius, Jr# has written: 



ICen, the prime necessity and supreme asset of 
any business are rarely evaluated among its assets. 
Granting that it is difficult to evaluate human 
beings with exactness, isn’t it strange that while 
large organizations maintain precise inventories of 
physical properties and materials, men - and prin- 
cipally executives and leaders - infrequently enter 
into the formal equation#^ 



EjValuation of employees has become a requisite of good man- 



agement-employee relations because it avoids arbitrary atti- 
tudes on the part of sux>ervisors, it pra'irides top -management 
v/ith a guide for promoting personnel to positions of greater 



1 Counseling Techniques in College and secondary School , 
xiuth Strang, Harper and Brothers, Hev/ York, 1937, p*97# 

,2 lien Vlanted , Erances Haule, Eunk and V/agnalls Co#, ITew York, 
1937, p#xix of introduction vfritten by Edward R, otettinius, Jr# 



|aut. ority, and it provides a p;uide for the placein^nt of in- 
dividuals so as to enhance their value to the org;anization# 
The "benefits to he derived fron an evalu^. tion system hy both 
ent and emplo 'ees are myriad. In the industrial field 
L>i yth and /urphy provide us vdth a list of "benefits \;hich 
appeared to he fulfil] ed hy the mai ority of evaluation sys- 
' terns. The substance of these benefits is as follov/s: 

For manaf:ernent ; 

(a) It causes supervisores to think analytic- 
ally and constructively about t}ieir enrloyees; 

' (b) There is a greater degree of consistency 

in handling and treatment of employees; 

(c) Knowing he is subject to periodic review, 
the employee should be motivated to greater effort; 

(d) The judgements of the supervisors are in 
writing and thus provide a permanent file subject 
to review by top -management at any time. 

I For employees: 

, (a) It assures that there will be a periodic 

• and just review of their work and status; 

(b) It should permit promotion and salary in- 
creases to those most deserving of them.^ 

In the United States Kavy, the evaluation of executives 

is accomplished by the use of the fitness report which is 

submitted periodically by responsible seniors for officers 

under their command. The fitness reports are used in the 

'l.avy for three primary purposes. These purposes are, selec- 

ition of officers for promotion to higher ranks, assignment 

of officers to specific positions and to maintain a complete 

record of the officer. There are several minor uses to which 

the form is put but, t ey do not concern us here. Unfortun- 

tately, in the v/riter’s opinion, full use is not made of the 



1 Job Evaluation and Employee kating . Richard C. Imyth and 
Ilatthew J. Lurphy, hcUraw-Hill Book Co., Inc., Lew* York. 

I 1946, pp. 170-171, 



fitneos reports* liefereiice iiere is r«ade to the follov/ins 
^aracraph in the instructions; 

The Bureau of Ilaval Personnel desires tliat 
reporting seniors malce every effort to shcv; each 
fitness report to the officer reported upon and 
to discuss it with him* in so far as practicahle* 

• •• On every report of fitiioss, the reporting 
senior will indicate in Section IT' whether the 
officei' reported on has or has not seen the rex>ort*^ 

Thic study was concerned v/ith this particular phase of the 

evaluation of officers* 

Uetheds of Evaluation 



It is perlmps v/cll foi’ us to review hriefly the laore 
injiortant t:>pe3 of forns vised for the evaluation of indi- 
viduals. The e-arliest recorded ty;-;© of evaluation guide 
was in the form of a check list which asked the rater a 



series of questions aoout the ratee*o punctuality, dress 
and the type of work he perf orj/ied. The rater had only two 
choices in this scale, one was yes, the other, no. There 
were no degrees of variation for the rater to cheek "between 



the tv/o extremes. 

The next method was s, hare iinprovor-ient over the first. 



This v/as the ranking method 
small coTToanies today whore 

I 

thirs system feasible. This 



, which is still used in numerous 
the small nunher of ratoeo 'akes 
laethod requires tlic iv^ter to rank 



his ratees according to their over-all value to the partic- 
ular department. Hie plauai"bility of this scheme "becomes nil 
uTicn the nurA"ber of Toi-tees gets highei' than a"bout twenty. 



1 General Instructions, Officer's Fit 
310A (Ilev. 6-45), Bureau of haval r 



ness Repor t, "^orm IhWinko 
ersonnol, iTavy Department 



.'urtlisr, tne r teco judged in tlieir ciitirety, 

,c.n exu^uple oi' t..c uilf icixi oIcl. invclv^^a, tuo vuter i'a re- 
c/-ircvi to ' cigii puuctualioy ae;a.inct output und thooe 
j: 11 otuGi* li-^olort: in order to deter ■inc Vne rcwidc ox‘ 

,ul r ratec* ^mother uidt'icuioy witn l-iie Xjoe oT x'c.tifig 

I 

ib tli-e 1‘ine gradations in the iart^.c ..idale groui- in o?c*dor 
|to T lace ti-e„d in a x^urticular r.ard:* - or e-ux. vdnj cun 

i 

*tcli oaxC /'iinus^e ^ixTerence that exist.-* 'between tl-.e <iji raiiK- 
jcc- ii.inth and the '..cJ.n x’anked te--tu in a group of t.-iirt^/Y 
htuxics lic-ve been conducted to Siiov^ thatj usiiuj thix. Vj; o of 
<;valuation, the ccrrolotions bet.-een different reterc is 
Very lov, 

'i'ho first i,TQut inprove. *ent .u.ae in eY<xluation scules 
\r s th-t p.ude by tuc u*o* -^n-iy uuring tne first vox'id '-,c^r 
uruicr tne >'ii*ci(lG direction of nr, bu,lter nili .^coitj vmo 
n- tor u:?Ct.rr'e the x'.r evident of box Ixiv es tern bniveroity. The 
G'.-le called to-j.-un scale* j^lie princix>le behind 

t.-o scale v;.,s tne ^'ua-^ng of a ratoe on six tr^^its nith a 
rxC-ip of cn pcr.-.onaliy h;-own to the rater aixd urit..n,ged in 
pi'v. or of tl cir auility for exxch tx’ait. Ihusj for tne trait 
of initetive# the r..ter vculd set ujj a nast-;r list of iuen 
to hin ana ai'r.ii^.ed in the oraer of their abiliT.;. in 
this trait, ihc r too then coj'''p-rea uitri the Tiiut and 

r; rihod accordii*g to the an on the • aater listj the quality 
<_ -'ro. c trait tie r: tec^3 actions o-*t closely resc bled. 

I nr - r’ mint el;. , there are nany druvbiiCis to using this foim 
C- V .2u* liot the lst,.dt of 'which is seltiiig the 



>^:r'ii.txcn of tl'dr> 
■u..’lc-t of utsite .cnt! 
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\ &nXis v.hich dosc:*.’ibe tl.e ri.tec aro c** uc eO* 

Value of tr.oee stutc^ACiitu cltccked ic. "cae ru"occ*» 

I 

'•evaluuvj.cn* 

Ihfe Uiiiiod ututcc eyster* of officer evuluu-tiori isj 

c .23eu c filiixjou i'e^crt'" ajid io u variation of 'me graphic 
*.svalu.»wlicn £jcale. fbe principle dif.iereiic i» are first, tue 
ter i: ue-;eil to l--ce tuc rates in '•ne of five n<^rcentilo 
[vouriu^is for ninoteLn traits. Ijiis scale is rrr od in &xi- 



1 



cordance vi Ue nor -1 curve of distri cation. ..eccndj a 

Rpaco is ! x'ovid'Ki for a v;ritt.n ot ,t.-^ .-r.t by the rator in 

rc,.* x’d to the ru. ufJi: p<*rf or nance, i.. coy of t'lis frrr. has 
• 

oxc-n r?tuced in .-..ypendix ... a& i^revicucly ^ct^d, there is a 
frorioion in the fov.s for a aiccanGir-n of t.he revort hotv.een 



1 ^ g>r3o nne l . ty oni » .alter D. scott, .uobert C. Clothier, 
.^tanle"/ .u. ji;rche'i.ucn and tdl-liu . .A'riegul, hcdiw-IIili 
icoh C.O., Inc., dtv York, 1941, py.‘ir-ri9. 

• - cu curing and im>I.oyee Value , tolmi B. Trobat, Tho 

- . onald i r o ^ s C c • , ev/ .i ork « it' V « " 

■’ t.fficer*u fitne ss . .o ort . . iv ..xd'i (x.ev. C-*-'!)), 

.bureau of dis.val lorsonnel, 1 a\b avarV ent.. 
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thf' ratrr pnd tl:o 
l')ir,cu 39 irr. Tvslu' t'’ '^ns 

our;; rl"’ins$ ': =• y ■jo‘"n, tl:.e dircurj.cion of evt.lu .tionB 

■’.ret.' •(*‘'11 voter n.ii<i ^ . O 2 .YX r* try is not a \*idoly 

arcv'itc^d proc-^'diire. Tlany foi^rard looi'iri’i, industrieSf I'.ont- 
-nriory ‘ rd an ^ Co'"’'’''--nyj to n-’Tin but ono of foe otf •.vt' aiding 
^on'-r.niPSy - re <or.. dually t 'rnin?: to diocTinsion of the 

« 

I ^v'*luotirris ‘Tivcn. ‘.be noticable 'ibsence of di.vCi<C'Oir.nc: cf 
p'Vn 3 u'»tinnc is the roouit of the v/ide gay in society 

I 

I 

existed abco^t the turn of the century bet’vcon lo-tn. ye- 
jn.ent and labor. It s the >'•.0 no gor ‘ c xTorogatiTe to hire 
'.no sch'^.rge eri7’loyees for al iost any re. eon and this was 
rcerted yr entice at that tiire. 'Today 5 the dischrrge of 
en etT lo^'ce is 0 cr3?cid''rabl c nmMcta.ry loss t(' the conc'^'rn 
'^nrlnying hinj and society in gener: i does not accent the 
'.•iseherfc of enyloyees xathnut .re- son. Unfortunaf .ly^ so»^>g 
rmna ®^e'Lts *^ro stiil r^^luctant tc discuss evalu' tiens be- 
coMse they are still living in the- era of the early 1900 ^ 3 . 

The discussi''n of the evaluatlcn given the Tiptoe pro- 
vides hiT^ with a better insight cf the r. tor’s attitudes 
tow* rd liio vork, and an explai nation of the reasons the rater 
har given either hi'^-'h or 3 ovr r*. tings* Probst iias stated tliis 
concept as follo.-/s: 

The o>'^,^]oyeo l-'koo tr ‘‘'■nov' ho\' ho is getting 
Jilong. he h'lS a right to kn^t:* If he feels tl^at 
his efforts go unrccognir.cd, ho loses interest in 
the ,]ob. If he has fa’altSj he cannot be e.icpectcd 



1 .ice abovG •''>. 5 . 



I 



y 



to coi'rect tiier?? unless they are pointed out to him,^ 
And later, he otatoes 

The employee io not Gatlsfiod nerely to kno«*/ 
that soffle central office 'nointaino a detailed re- 
cord of his output or his ’efficiency*, }Ie vrants 
to knov? for lii’^nelf, in plain everyday lan^uiige, 
in what respects lie is failin^y and what his good 
IJoints are - in short, v;ants to soe hinoelf as 
hJo G '^ployer sees him#^ 

A ourv®:/ “by I, C, Hunt”' covering seventy-six corxjor- 
ations with an annual average labor turnover rate of 5.8^. 
ehov/s that people who are discharged lacked s ecific abil- 
ities in only of the cases whereae the lack of i-cr- 

sonality tri its was the cause in f &•?, of the cases, sim- 
ilar I 5 ', it v/as shown that 2?,5>^ of employees fail to be 



pro' oted for lack of specific abilities, whereus 76,5 fail 
pi*omotion for lack of personality traits. Another investi- 
gator concluded after conferring with sixty companies that, 
“.^U'-'crvisors v/ill rate ,,, employees carefully if they are 
roQuired to discuso the rating of each employee v/ith him, 

It is apnarent from this infox'iiation that induati’y can 



benefit greatly from u discussion of ©valuations with em- 
ployees, Girilarly, the U,v>, Kavy could benefit from re- 
quiring a discussion of fitness renortu given to offieex's* 
.vt present tViere io enccuragem? nt c5.ven to a discucsirn of 



^ ‘■■Gv^uTiViR ;-.nd -vfitin-c '..mplovee Value , John B, irobst, ihe 
i..oria.ld Iress Co*, York, 1947, ),5, 

C Ibid,, 

' hy People Lose Tlieir Jobs or Aren’t Iromoted t 1’, C, Hunt, 
Personnel Journal, 1955-19?6, v,X4, p,r'27, 

*Oet ermin\.ti on** , John V, lUcgcl, 'yave'jxx of Industrial 






Aiclationo, Jniversity of T'ichigan, 1957, p,l"^4. 



1 ) 



fitness re'iorts, o.nd tAie rat^^r :• s required to ii..dio. te 
\'Uethor or net t’ o rorort hrs to the offioer, 

A ’‘or+iicor-iTirT toed-: \ritten "by xj. asbury b.fter lie <•; nd liis 
sGsocio.tes had oYor fi.rty induotri?-.! co no en.s Biu’veyed, had 
this to say about the dlGcussion of evaluations: 

a discuscicn \rith the e\u3lo'"ee at the end of 
r- ting period, frankly disclosing the evaluation 
-•ncie of hiyr, ly/ his superiors, leads not only to r 
higher degree of personal morale but also encourages 
spontaneor.c o.d.d rational effort touard improve ent o.nd 
grov/th.l 

Later in Asbury’s book, he has this to say: 

The evalu; tion of the individual is incomplete 
without the opportunity for a free and frank dis- 
cussion of the record between the superior and the 
subordins te«^' 

In the havy, which presently has over 30,030 officers 
spread over the entire face of the earth, thei*e are liter- 
ally thousands of raters who are reguired by la-;.''- to saerdt 
reports of fitness semi-annually on their subordinates. It 
is obviously an imr.ossibilxty for all raters to have set the 
sa e Gto.ndsrds of ucri oi:v?nce for their subordinates . i'dien 



an of '’leer reports to a new st-^ticn for duty, he possesses 
a (i‘®uorFl idea of '/hat is exioected of him in the wa:^ of duty 
perfor ance. -’e ii&s, for inst^-uce, the !»av3/ .Ic^ul;, tions, 
f' e li'aw ue.^ rt ont Genertl Orders, end ot’’.er official 
publications, hut it remains for this officer’s superior, 
his rater, l.o inform him of tile more specific stand:, rds v/hich 



1 Personnel Administration at the Executive level - executive 
I nventory Control . Prepared by the Office of ''anoye ent 
. ngineering, cxY'j department, ''•shinpton, D.C., I . 0, Asbury, 
Copyright U.D. ■' av il InstitJte, To be published nu'pust 1948, 

:1 Ibid., p.25. 
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have been set up for Min to meet. Generally, the ne*/ officer 
leurns fx*om observin^i: his superior or his fellow officers 
(the standards that have been set ul for him to meet. If 
I this officer is one of the fortunate few, he will confer with 
his superior numerous times during the first month of duty 
and will learn in this way what standards are set up for him 
to meet. Too seldom, the fitness repoi't is used as a basis 
for the discussions, yet it is the most convienent fom and 
is the one to be used for evaluating the officer at the end 
of the marking period. 

It is true that ro,ny problems are presented to both the 
rater and the ratee in discussing fitness reports. For the 

I 

rater, he must be able to express his views in ouch a manner 
thitt the ratee v/ill accent them in a constructive way rather 
than in a critical fashion. Both muot realize that the dis- 
jcuooion is really a searching, objective study of the ratee’ s 

S v/ork performance* The national Industrial Conference Board 

lias this to say about evaluationss 

there are no universal criteria or stand- 
ards of measiirei^'ent for human qualities. Objective 
measurer ent is available for certain classes of v/age 
earners (quality and quantity of work), however, 

... total relative value and desirability also in- 
cludes *«• degree of cooperation, initative, know- 
ledge, ability to learn and su^erviGe.^ 

The gi’eat majority of the officers in the ITavy realize 



L Plans for Rating j^roployees . national Industrial Conference 
Board, Inc., Studies in Personnel Policy Ho. 6, Lew York, 
June 19 ”8, p.6* 



'llio in oJ'lt ill- nciC’CLi el* riuncfcjy ro. oi.'t,wj - w 
•fcocn ut ro ll'icu t}v-t V cy -I’c, ‘•••(to) ;;i‘ovide 

I 

•*(• #Jtii 'CO ca-n bs ■ rcw-ttjci dlyj> 

, n 

c iiJL furi^iaii coi.vlontnt pM'nanciit rocord^ • ^ tbc, bcVv.t.r will 
bi. tbe foi ii'il ia which th»ce ovalu:-tiono ure givui uad re« 
c«'ivc'C, 

'He veil aib why thio research •->.,© con- 

iDHctea. jXirinj, t>ie short licrioci oT the writer* 0 service in 
ohe Unitec *#avy^, it hao often occurred to liin tliat 

tUe fitxi«po» roi'^fts v;Mch v/erc sul:?» ittea formed a i.rofile of 
u/i ofiicere Ihis profile isould be o*^d{;ed by selection boerde 
f :rl aet-il officers utnw thus beco e the basis of success or 
f«.xiare in this officer’s L'avy Ci reer. Juc tc the idioaya« 
cr Sit'S of SO’ ‘6 rators and otl er cl rcur-r^sti neesj the writer’s 
1 of his fitrtesa re ort centento has been vei-y raea- 

f{cr and consequently the knovlcci^e of the profile uus vague* 

( 

3 ookinft at ritne >s reports long after the particular .situat- 
ion Ks£ passed is i nsufficiont to determine vherein one ex- 

•w 

cells tnd wherein one fj*iis* During studies in p'- rsonnel 
work, on« is easily and quicMy i’wrcssed vjith the oi»;^nifi- 
c aice of dinc'Uisia-c the evaluations of c" w-ioyees, both in 
the executive grou»» ar:d in the groun* I'he <'>bsorvj.t- 

i nc of several iTJO.tiotrial situ'^tiona coxifir’-n tne l-ic» thet 
:Uo dior/;sc:‘nn r.f ov,,ln'- tiono has ’'•orit* The invo.itiTc tiiwi 

t 

1 ; di f i u J cdu t * 1 t 0 / 0 ' ole y , .iruoo V, • ocre t*nd 

'/'.on, * Aur'lcton-C r i*tury Co*. *nc*« h'ev lork 
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proseiited in this paper is an atte t to discover if the re~ 

quirc^'^ont of discuspirns would 'benefit the Itavy, 

✓ 

Ma,-jor Variutoles 

The forr.! of the fitness rcj.*ort is standard tbrf.u,,hiout 
the llavy* It hias 'been previously described^ and o. copy has 
"been I'laced in Ax'pondlx A, I'urin .3 the preceeding fifteen 
years, the 'Dosic fonT! of the repoi't changed only onco. At 
that tiro, about 194”, sections seven, eight and nine (a) 
wore substituted for a graphic scale previously used which 
ennloyed a nunerical rating syotev:. The fom is sute-iitted 
seiannually on the officers of all corps and at certain 
designated tines. 

The same forro of the fitness report is used for all 
officers in the Aavy regardless of their particular special- 
ity, if one does exist. The officers of the Supply Corps, 
the Xedical Corps and all Line officers are evaluated on the 
sarte form. Several of the items evaluated in section seven 
are applicable only to officers of the line and to them only 
in specific instances, 

The construction of the fon-i in many respects perxiito 
I its use on Ir rge numbers of officers v/ithout regard to their 
particular speciality. The permissibility of the discussion 
of the completed report makes it easier to apply to this 
veried group of officers. 

The instructions strongly encourage a discussion of the 



1 See above 
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report befbre its subinission to fie ‘^ureau of ITaval rorsonnol 
for filing in tlie officer's record but, unfortunately the 
only qu^^sti^n \/hicVi fne’rater uust ansv/er is \;lietlier or not 
the report was sho\m to the ratco. There is a great differ- 
ence bef • eon discussing a report with a rateo and sliov/ing it 
to hiri. The later procedure nay involve a.nything from look- 
ing at the rough copy of the report after the original has 
been nailed to having the rater i.resent the report to the 
ratee and inquire in an offliand or disinterested iTianncr 
vrhether the ratee has an;/ questions about the report as it 
was submitted. A discussion of a fitness report involves 
considerable time, personal interest and tact on the part of 
the rater. The avero.ge intervievr shoald require from fif- 
teen to thirty m.inutes and the ra.ter should discuss, as ob- 
,-iectiVGly as possible, each rating made on the evaluation 
and every statement made. If the ratee is doing superior 
work, h.e should be so informed and, on the contrarjr, if he 
is doing exceedingly poor, the v/ay should be pointed out for 
him to improve. 

Vhenever a report is written on an officer, the quest- 
ion of ’’personalities” enters into the thoughts of some indi- 
viduals. It is granted that for a variety of reasons there 
are some personalities v/hich clash violently and result in 
biased evaluations. It is a reasonable assumption that 
clashing pf roonaliticc constitute only a very minor percent- 
age of the thousands of situations existing in the Ifavy. 
borne people confuse the personality of the individual with 
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the tact of the iridlYidtial. It ic of the iriportance 

thi't the rater use all the tact at his co’^r^mand in intsrview- 
in;:; ratees rec^ardinc*: fitness reports. 

I-orale is intinat«-,ly connected with fitness re orts. 

Ve all like to ho prrised for work perforj.''ancc w'hich is out- 
ota.ndin';, and, for normal individur.ls, we ere anxious to 
know hov; v/c co.n i'^preve subnomrial rjerfoimance. Korale, the 
word itself, is rost difficult to dofino. Host peo ole con- 
sider rorale as the motivating force for coorerative per- 
fcinance, or, the attitude of the individual toward the 
group endeavor, '..'o undermine morale in any nanner is to 
dentro-’ the osDontial element in effective team performance 
whether the situation be in industry or in the on the 

other h' nd, if v/e are able to enhance rorale, we automati- 
cally improve team performance. The training v/hich we have 
received in our democracy has indoctrinated ua v/ith the 
spirit of competition, Ve expect to receive credit for per- 
formances where it is due and \ e ex.}iect to he chov/n wherein 
our faults lie. The iTavy possesses an excellent system for 
performing just this function if it is properly used. The 
fitness report, if discussed with the ratee in an oojcictivo 
'•manner, will serve the nurpose adnirable. 

Other Viev'/points 

ITo previous stiidies directly concerned with the problem 
of discussing evaljations have been found although studies 
on this subject doubtlessly exist. Two theses sub-bitted in 
partial fulfillment of master’s degrees relate to this sub- 
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,iGct in a va^:iie n-nner. One written by L. ?. Costello^- 
in rci:M'd to the united bt^-tcc Civil dorvico Coinr'iiB^i on Dyetoxa 
r.-^ evaluation Gt ten that the xnctrnctinnD for cvalif- tins 
individualG c.ncour. discusr.icn bet*. eon the rr ter and 

the ratoc, 

'.no tiler thesis vi'itten by L. S. llcwhinncy^ sui*ve)ys tl.e 
1‘or-is used by various industries and coii-^.ares ti on to the 
ha'vy fitness report, howhinney surveyed fifty-eiaiit differ- 
ent ind*astri'-l concerns and found txi8>t only nineteen^ or 
it'iirty-three percent,, indicated thr.t the ratirc^ wore dis- 
cussed uith the ratee by the rater or a .^pocialiste 

oono of tViC roany other points of viev; that r/y be hold 
in this problen 'vrill be discussed, ihe most logiCu^l of these 
is to continue the present instructions regarding the use of 
fitness i*cnorts. Admittedly, the system has been in operat- 
ion now for several years, ana is apparently oucccsofil in 
fulfilling its mission, xhcre are officers in the llav;/, as 
well as conpo.rable ’r«en in industry, vho resist change as 
long as the pre.ent system can be used. The modification 
jiropos'^d in this paper does not radically change the system, 
ethers -. ill contend that by -laintaining the status quo of 
; resent instructions regurding discussions of reports, no 



1 T G Iinjfor'>* . fficienev Ih-ting nystem of the yederr 1 Oovern- 
nent, A. L. P. Costello, unpublished h'aster^s thesis at 
orthv/estern University, .jvanston. 111,, 1C47, Ch.lt, 

‘ Gorp*-rison of the U.o, Ilay^x Fitness Ucnrrt with similar 
me rit rating fozv-s used in buoinoos . 1 , 6. hewhinney 
• npubli o^’.ed . asterMj thesis at a»orthvostern University, 
Vii/ston, 111., lO-"?. 
r' Ibid. p.l7. 
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h-rrs c-n noro to tlie oyt^ten. It io e.x. ectod tlxo.t 
tliiG trend of tVcught Mill be proven fallacious by tbe field 
I work T^erfoT.'^ed in the report, 1 erhape these officers are 
reluctant to be brou{^’ht face to face with the si tuc?,ticn. 

' Another point hold by sor.c exccutlvoo is that evalua- 

tif'n of executive’: is such a theoretical prcblcn thrt it is 
best to elir.in.atc any typo of evaluation. Under this system, 
the ila.'/y would be brougiit back to the nanner of pronoticn at 
one tine in voyuc in which no officers v/ere elii'dnrted from 
jpro'oticn, i.o. one waited until seniority placed him at the 
top of the list and then ho was automatically promoted. Any 
;Evstem of evaluation is bettor thoui none at all. This v/ould 
'obviousljT be a baclcArard step for the llavy, 

Seine officers would suGgest a return to the system v/here- 
in all fitness reports wore so "confidontia.l'* in nature that 
they were available only in the Bureau of Haval Personnel in 
* 'ashington, 1),C, Supporters of this theory feel that an 
officer v/ill alviays exert himself to the utmost and there- 
fore need not concern hiBiself with Ms evaluations. They 
further contend that there is a definite breaJkdovm of morale, 
especially for officers whose performance has not been at 
standard or above, The national Industidal Conference Board 
says about this aystoms 

Ever^r supervisor and executive knows su-'erior 
enuloyees vhi.o have resigned or lost interr-st becc-use 
they felt tVioir efforts v/ere not beino recognised. 

It is an accepted psychological principle that one 
of the strongest otinuli for self- improvement is a 
lcnov/lod 4 ;e of one^s own strengths, v/-eaknesGss and 
pi’ogress, A systematic rating plan provides super- 



visors \ ii h t-:<* op‘‘ortunit 3 ^ to oupr.ly t’lia infor- 
ri> tion to eveiv employee cle:*rl> , honeatly? and iri 
ouch fx way th* t it will "be helprul.^ 

xvati nr, bo' rds h- ve been our 5 ^ooted at various ti'.res and 
•re nro: ently in u^c in several cc nioo, . ■ont^.omery Vard 
and Co Toany usee thir syotera with r,reat succcoo* At least 
three and nrefert'b7i.y five -iCn senior to the ratec and well 
acquainted v/ith his \»Trh nerfcrnanco coristitute the rrttin£t; 
bo; rd. This connittee shares equal res-.onsibility for the 
evaluation. Cne of the principle benefits fror'i such o. 
s '^sten is th. t the ratee, v;hcn his evaluation io diocusoed 
'.ith >iin, feels • ore confident of an unbiased r-hi^t.g. The 
psychological effect on the e’nployee is that if this large 
nu 'ber of raters can agx’ee on an evaluation, the evaluation 
n-ust be reasonably accurate. This the eiriployeo on to 

better perfo r-nanc e . ^ }\o c o^^vii 1 1 e e system of r a t i : c; c ; irmo t 
conveniently "i o anrlicd to the ?h,vy because so ztiin/ of the 
M i.v'/’s units r.re scattered and small. 

Covipouite evaluations iiade from t)io ratlins of a group 
of officers both senior ‘.nd Junior to the imitoo have been 
■snggestod. The success of such a system in industry ly..s not 
been proven and it is doubtful if it would be of any value 
to the 

Ihe anecdotal rating method is relatively new to the 
cvelua. tion field, bnder this system, several typical unec- 
uotes from the \'*orh P'^.rf or ’'ancf=> of the re tee are "vni'itten in 

i - A bJ oy e e_, . . a t i i:it - . Itj’tion-'l Industriol Conference Lior-rd, Inc, 
studies in irerscnnel Policy, ‘.o. r>9, i>e*w York, 194P, p.4. 
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I Chapter III 

^ Tho Ljiperirnentai Procedure 

In order to doterwine whether or not the discuocion of 
fitness reports het’k/een the rutcr and the Tv^tec is of value 
to the ITavy or not, an attitude ciirvoy was conducted. The 
guided intervie-,/ technique wr-,s cmj.-loyed in tVie personal 
interviewing of over iuilf of the group of officer rateeo 

II 

used as subjects. The interview atteiupted to discover wheth- 
er the rateco desire u discussion of their fitness reports, 
'•/hether such discussion has bonefitted any of the rateco in 
|the past, and whether there were any other possible uses 
for the fitness report. The ren:aining subjects in the group 
v/ere given instructions as to the de->ircd nannor of complet- 
ing the Questionnaire. All officers used as oub,’ octs were 
on permanent active duty \;ith the Ilavy. 

Intervio'vvs v/ore also conducted vith as many raters 

tiO vracticabls to determine their attitudes toward a dis- 

1 

i 

cuosion of the fitness rci'ort. These interviews attenix^t to 
discover the benefits that r<iters e:oect from the discussion 
and their criticisms and objections to such a technique, 

A comparison of the contents of tv/o groups of fitness 
fe* orts was made to determine if an^f" significant difference 
existed bot\;een those shown to x'atees and those not sho\m 
to ratees prior to subriission for filing in t?ne Bureau of 
Ihtval Personnel, 

The validity of the results of the ex^. eriment was 
controlled throLigh the r. ndom selection of ratees to be 
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Ensign through Lieutenant Commander* 

The sample was obtained from the official current fit- 
ness report file in the Bureau of Naval Personnel, by select- 
ing the first usable fitness repoi’t from each file drawer. 

The file drawers contain the records of all officers within 
the ranks desired in alphabetical order, Pitness reports 
that were submitted more than two years before the date of 
the investigation v/ere eliminated as were reports submitted 
V7hile the officer concerned was a student or in any other 
situation where there was no actual performance of duty. 

Only one fitness report was taken from each file, 
j The officer ratee subjects v/ere interivev/ed individually 
within the Ninth Naval District or were instructed v/hile 
there as to the manner of completion of the Ratee Question- 
naire e^diibited in Apx^endix B, It is regretted that a more 

I 

homogeneous sample could not be obtained but the writer was 

I 

rather strictly limited in the geographical area that could 
be covered, A majority of the interviews v/ere conducted at 
Great Lakes Havs-l Training Station, The interviewer first 
put the interviewed at ease in order to establish easy com- 
munication, About thirty minutes v/ere spent v/ith each ratee. 
The questions v/ere asked exactly as they appear on the form. 
The ansv/ers were recorded as nearly as ijracti cable as they 
v/ere spoken by the ratee. Upon completion of the interviev/, 
the interviev/ed v/as asked to revicv/ the ansv/ers as recorded 
to insure their correctness and then questioned as to wheth- 
er or not there v/as anything more he wished to add to the 
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entire3.y different conclusions than those of this paper, 

|fhe number of raters intervier^ved is not of primary concern 
inasmuch as the main attempt in their case v/as to uncover 
some of the tj^^pical objections to the procedure and to un- 
cover some of the benefits found by those raters who do dis- 
cuss the r exports. 

The factor of motivation on the part of all interviewed 
was excellent. The cooperation of the majority of officers 
v/as above v/hat had been expected. It is strongly felt that 
the cooperating officers felt that any project conducted for 
the Havy vrae to their best interests. Many of them exhibited 
a keen interest in the problem and discussed it v/ith the 
writer at great length. 
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ri rro in the cyj’-lo^tion of ujn iridivicui*!,* V.cy X5V:euioe 
I ro nreus ^/ith vln' ch the rntoe r.uct &c thorou.;hly o-ooiavinted 
i'. or*.Acr to ir-'rovc liir.solf, end in tide xnrticul.r c oe the 
! Ty in ii-eiiurnl. 'Aic nree- ii;clu;-e tee rec^.son i'vT the? fit- 
rerort xyctCi ',. irtereva/ent of the I'ntfss, sod . 1 ern- 
^ ibili-ty of tho to verh sitantxen, e/sTe.*.l'a.-.ticn cf the 

r .tko *nd Lti-ne va-^ of the r tex-« 

Ihe CO -’T-lotod *Jucotionnc.ir«o *V11 coi3V5»/i ntly into 
.tltTiifc' cut^ oricjfc, tho.'o who Iw'VQ not- fcecn their li.nt fitness 
jL'« oxt, thfiLc v.’..o rc, cr vcrc S.<,n t'^eir x.^.3t f ' In so 
-■.‘"'crt iivd thoac - > .wu lu^d their Ir L’t fit.iosj i’(>- c rt dio- 






Lul-cccL vi'cVi -he oo'v..l na? x' .xliii;: into c .c*i 



of 



jertj^ frrty-fcur ;;ho iiixd x-e-w*. th.*.- r'^rort t*md tilcTcn '.;ho he-d 

I 

tVui revert uieevseed uith t;*cn* Jinco thcx-c 'were oul^’’ 
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'iiie erf i eel? eub.lecta for tVrle Qv.rYcy v/ere obtc^iiied 
vithin the his.th i.xstriet*~ 
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% 
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CoHS’^xxnder 








Ideutenant 
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" 5 


24 


Li eutenruxt 
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(,1uniox" gx*ade} 








' /.fioicn 


6 


JL 


7 


, I'otal 


45 


18 1? 


c’O 


* Table 1» ixixtec 


.v.'tbjccts b 3 ,r llarfc and Brooxl Clu.csifi cation 


t AXT'^oxiroately one half of 


r -iaastionnaire 


u %/ere cof- 


j'leted throu"?! per so 


:ial inteirview' 


of the inveoti 


gat‘-r with 


tlie ratec* dho of^isr half of the 


cjUvoeti omie.i x*©c 


vf€x*e con~ 


j'leted- aftex’ rath^iu* 


b.rcad vci'b^dl. 


Tijtx'uetlons to 


the ‘■•'X'cup 



ccjJ cctlvelj” and threugh a Kcnornndurs iseusd with e. ch quest* 
Icnruiix’e, Ihreuch ecTiar^tc tabulat-cn of the ana-v/ara sub- 
fitted by the tvo .vroup© it x.uxs eYident that little differ- 

I 



I wc;e above ^ p*23. 



f ttu'-'j ce t thcf^o -s>ilio vc‘j>^ inst- 

co2ifcl5 Yf»l' tea-'ed io o'-'’!! a Ir.rger nu- :bei r.*^* ^un~ 
t orj ff rou^Ji i’- <2 .ro to co.r- letol:'‘ .iiderstand t’iie cucotion. 

-*u-;t5 on cne pskcu for the attit.nie of t’le ratoe 

tr '■ t^3e fitncGc re ort jystc* « If ratee fully undcr- 
( t>'« re4i5o,-in< behind t!ic fitn&co rc'ort end 

>:• ; Vnevn fau3 ta of the s-stcf' > ho -'^y offer nrnjstruoti vc 
evjiici*# or ae rove the eyste"** ^n underntandin^ of the 
c^n ha achieved thrcujjh £?. ai ^.cuBcirZs cf ti*c fitueBB 
r^*ort« v^eventy-ti.x^ee percent of Voe lYtteos who rc 1 or dlo* 
cussed their ro' ox'to felt tluvt the j/oteri was sratlsractory 
«>r offered conotroctiYc criticis?i vf-ilc ferty-oix ;,crcont of 
t>.f off •who hod not tl-eir rc ort^i felt the syotc.- g ‘0 

0 iisfiiCtory^- 

1 ..iicotion mcihcr four iirviiinxl oc tc the dociribility of 

L ulaousblon of co* * let»-d fitnecc ro' ,'rts. There i^n 

I 

? V ir^helning '^vrrUy of tl.o ^'rou-' in ihvor of the diocuisc- 
ton, eighty- three j rrocr.t* 'Hie re-son li.iTon ly those 

I'ho did not np» roVft the 5 den 'OC th .t it we.e r.oo ti o con- 
ii.u-int;, Ihi 0 re son ij> ee tirol;> in'r *-:<.id bec^uGe t»: ?•. ir-'preve- 
^ ‘tit o'f oxcentive ptihor'i*.riCf- Is the i,o 1 oi' every succeec- 
IMi »jtl.riinistr«tor u>iJ. c.n; .ne ur.ee obtsixi this :,’oul is 
\ t‘: yo> cf tl tlf'- lief* 

[ -.uttotirn n five ; aVotj -^,h<*hrcor or net tU<£ r-.tee in- 
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1 Complete numerical tabulations contained in Appendix 0* 
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tended presently to nal:e n career of the Ifavy* Li^^ity-nine 
percent of those \/ho read or c.iocusoed their reports do in- 
tend to maJi'e a career of the haYy, while eighty percent of 
those v;ho did not see their reports intend to make it a 
corcer* Although thj s difference io not particularly sig- 
nificant, the secretiYencss of fitness reports nay be a 
poHtx'ihutoiv cause to resignations from the seryice. 

(j,uestions nunbors seyen and nine inquired into the 
social compatibility of the ratec to the vork situation, 
i >.^uostion number seven asked if superiors had a fair 

I 

undc3:standing of the ratce's capabilities and lira5 tationo. 
^^eventy-six x>Grcent of those seeing or discussing thoii' re- 
orts ansv c-red in the affirmative. Only sixty-four percent 
r>f those who had not seen their fitnooo reports ansv;ered 
affirmatively. A discussion of the fitness report greatly 

assisto both the rater and i*atee in understanding comxjletely 

i 

I 

the capabilities and limitations of the ratee. It is inter- 

I 

esting to note that only one out of eleven v;ho had discussed 
heir reports ansv/ered this question negatively. 

question number nine asked if subordine.tes had a fair 
understanding of the ratee’ s capabilities and lirdtaticns. 
khty-oiglU percent of those seei.ng or dioousoin. tVoir re- 
ports felt that their subordinates understood theii’ capabil- 
ities and limitc-tiono while only sixty-eight percent of those 
iho did not see their reports felt this waj''. It io entirely 
probable that those who are ful3.y acquainted v;ith the manner 

I 

I 

in which superiors observe their work has a direct bearing 



on their 



'nrlnln;!;, \nth 'moordinc.tcn cjid tho Ivvlvucr^o undci*- 

strndTjj^ o*r th ■ r* toe’s j'nd 3 iuit; tioii!;u ’'•.Tien 

thooo %ho 'v\l d* rc'*soed their o^’ts toV:?;n nope rat e3.y, 

I n>^ 0 *? t'Tooe off*’ cere e'^cr’re.s&ed *i ncGi».tive emever* 

Tho tenth qu>''otien in<juire<l vi?.'t}ier or not the i*i-tce 

p*.s a'*'r.re of his p'^^rsonal ctrenTtlis and n"e'-.’^:neoG‘33«, A total 

^cf eijiity-fonr percent of those \Aio v'ore fully acqur'.intcd 
1 

their ev-lu:.tion8 ans’\'*.rred affijr'^.atively. Aifty-s5.x 
percent of those v3ic had not seen their rooorts a]i^\;erod 
affii' •:.tively, Altliough nest ox* t/ic reo.soiis were hused on 
’'past experience" or personal inventory? it nuat bo asisiuiaed 
tli4.t ^crevledgc of fitness report contents i'layod. a, signifi- 
c^.nt role in this determination by the individual., 

^.uestion nur.lser thirteen innuired hbouG ‘cho hTiO\,Iedge 
Icf the r^tee of f'le stand- .rds set up by the rater for }iia to 
cieet as a. Laval Cfficer* the standards refei'red to here 
r.'ere not pa.rticularly those required by Aavy '■weguli tions or 
other official publicjition, but tliose intrinsic standards 
^set up by each individual rater vithin his own unit* fer- 
h.aps they ^/ould be txre adequatcljr described as the personal 
^st 2 :d<i,rds of the rater or the rater’s sto,ndards of ethics 
l^.itliin his profossicn* forty-nine- pcrceat of the inrtees v/ho 
iicod co>.pietc ’'no^leago of their ovaluationB felt that they 
^me* xhe Etendordo of -cheir r -tor while only tv/entv-nine 

f 

^'creont of those ‘rtlio had no hnoviedxje of their reporte could 
t’jwkt they kno'- tr.o standards of the rater* Cne of the 
most effective uethods for comuni eating the standarde of 



ty r) 



any co.i to o^flcprc '.r.it'iin fhe cor.’T'Hnd io thrruc^h 

di.'«cn»si onB, ''.7he .ritueof; ^:o^o^t 0.1 Boacsio-i ic .-.ii iCeol time 
and •T'l‘'?ce fnr t'l^- c<^rr"unication or reitei’ation of fiucb ct(»,nd- 
r-'rdo, and failirv; that, ciinple hnovledtjO of the contents of 
it'.ie .fitness re^^ort is a method* 

nr,’''be:.' si: tceji in regard to training; •■.ihicli the 
rr/teo ■'/'aiild request if the np-f.>orti4Uity shcu/ce u s3.ight 

hut s.lgrificant di.rfsrence In that eichty-nino percent of 
those wlio wore o,v;are of their fitness reprrt contents could 
choose their traininr: as opnosed to seirevity-nine jjercpnt of 
those who lio,d not scon their fitness reports, in the dis- 
cuf3sion of the fitness report, the rr,ter should point cut 
t’le netheds vdioreby the ratee can irrprove himself in his 
y ar i o u s cahne s s e c « 

ifuoction numljor seventeen asked the ratee^c opinion of 
the representivenecs of his fitness reports to intoreoted 
persons at the . ureau of .laval .i-erscnnel* Geventy-ouo per- 
cent of those who had reo>o. or discusaed their reports felt 
that the reprosonto-ticn would be proper wiiile only forty- 
eight percent of those ^.'ho had not scon their fitness reports 
sns’wcred aff irnatively, j'tirther, all of those who had had 
ilieiT fitness reorrts discucsed with. tVicu felt that the re- 



■v^ 

f 



orts \'ould represent then propei'ly# Confidence in T.he op- 
eration of any systc-a is necessary on the T>fc-*rt of all part- 
icil-crits. This luci; of confidence in how 'well the fitness 
reports rep X* c c* Gn’C thaa results from n lack of discussion and 



training in the use of tiiC system* 



:;:3 



^uectlono nu'-'’berG ai:c, ei'.'il'-t, 
tea'll failed to o^iov' rmy '.jifnifierpt 
■groups. It apreors thnt f*'.e quoeti 



el even > tvolve and fif- 
differences 'betveen the 
ons do not relate direct- 



ly tc the cv ttcr contained in fitnesa reports. 

fhe results of this survey have dcirvonstratod that the 
discussion of the fjtPOEci report5 or failinj tliat the chovring 
of th'^ fitness rc’^'ort to the r^tee, would eriliancc tlie imdor- 
standing end confidence of the ratec in the fitness report 



S' stem, satisfy the r^vtural desires cf the ratec, raahe the 
cccial co'.patihility of the ratec in the vrork situation more 
dcsirahle, assist the ratce in finding his strengths and 
'./cG’'nf’soes and ’ cint out the training needed to improve the 



•^rof cssicncil ahility of the ratee* 



Chapter V 

Analyt3io of i^uoBtionnaires for Raters 
It is mandatory in any study of this character the t the 
opinion of all concerned v/ith the proposed system by souL>ht 
out and evaluated. The raters v;erc cuestioned usinf^ the 
forms e^ciiibitcd in .appendix B. The tentative dividing line 
between the raters and the ratees \/as drawn at the rank of 
Lieutenfmt Com<’"vander because officers of this rank and below 
were more accessible within the area. It was not the inten- 
tion of this study to dra\v' conclusions from a biased group 
as might appear but because expediency demanded the use of 
the particular ranks chosen. Inasmuch as rrost officers of 
the rv*nk of Lieutenant Coimnander and higher arc in positions 
v/here administrative responsibility requires that they eval- 
uate subordinates, their opinions were sought out in the 

category of raters* 

I •! rj 

The procedure*^ and locale"- of the interviev;s have been 

•orevi cusly described. The vUestioKiuiircs attem ted to dis- 
cover the attitudes of the raters tov/urd the fitness report 
.system in general, v/hy the raters do or do not discuss fit- 
ness rer'orts, the procedure of discuss! onsp other values of 
the fitness re‘ ort, methods used to cormnunicate the rater's 
standards of ' erforrance to the ratee, the observed effect 
of the discussions on the rater, the ratec and the unit, 

1 oee above, n.23, 
r Ibid. 
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possible differences betv/een discussions within units afloat 
and ashore, and the rater's objections to a required discuss* 

ion* 

The sample cho&on consisted of a total of eleven off- 
icers, eight of v;hcm advocate the discussion of fitness re- 
ports with the ratee and three of whom do not* 

number Average Years 

Commissioned Service 

Captain 2 22*5 

Commander 5 16*0 

Li eut enant 

Commander 4 5.0 

Table 2* Rater Subjects by Rank and Average Years 
Commissioned Service* 

It is regretable that a more complete sample was not 
available to the writer but lack of sufficient time uas the 
major reason for the insufficiently broad sample* 

In eDqjressing their attitude toward the fitness report 
system in general, only tv7o of the group thought it satis- 
factory* Pour of the raters thought the system needed a 
comnlete revision. The major objections to the report form 
fall into three groups* Pirst, the percentile rating system 
used in sections seven, eight and nine (a) should be elimin- 
ated as it does not select officers and the categories are 
not fully descriptive of officers. Second, the present form 
is biased in favor of a satisfactory report making it diff- 
icult for the rs.ter to submit an unsatisfactory report* 
Reference was made here particularly to sections seven. 



eight and nine (a). Third, raters are either unahle or un- 
willing to place in writing their true opinion of the ratec* 
The writer is of the opinion that tho latter two of their 
oh, lections can he overcome through instruction in the jjroper 
inethods of preparing fitness ror-orts and through the dis- 
cussion of reports hetv/een the rater and the ratee. The 
first ohjection has been validated in so fur as the failure 
of the system to select officers,^ and it is the v/riter*s 
opinion that unless the objective Eicasurements are either 
changed to conform vrith specific positions or are given more 
careful desci’iptions tliat they should be deleted entirely. 

One rater suggested that only a written descri. tion of the 
officer be required. This would be a greatly enlarged section 
tv/elve of the present form and would be similar to the anec- 
dotal rating method. 

?.rters \dio discuss fitness reports with ratees appear 
to do so for two rrimarj'^ reasons. First, is to inform the 
ratee of t3ie rater’s opinion of his v/ork performance and 
thereby improve morale. Second, is to compliment good work 
performance and to off<:r constructive criticism in the case 
of substandard work perforiTance indicating the proper methods 
for i»rcroviji{>; the rutee’s performance. 

The general procedure for a discussion by the raters 
seems to be standardised. The rater chooses an ap^roiriate 

1 See below, p.44, 

2 See above, p.l8. 
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jnd ^l»ce -Yr ti e diocuation? k.-.^ jvj tie rv.t~.. -t 
rir'V to »iici . l}ie diicUgy ' YI 9 ^ ijC2ic-r;7. Gi'Ut« 
ecitc of tie re- ort *--**0 t- en g-ivJ i c.i r> Gclfic ;.Ti. t4i Gwj 
V' t‘ o r- t^r cr r t«?( « ,}ic dio'ouo jion i® w-L-de 
# o'! T ctlve »s r''s»ii-le and ’'reru'^n^-litl o ’ olli-'iiii.tcd 
I ;-o 'uch au 'r-’ct ioav 'i '-»* Ccnstractlve criticl-n io off 're.. 

I 

t'*c r.tor *nd .i o .-ethcdo for i-r rrvir^ii: tV*€ ri.t'TC*!.;. 

. rc citcjubed, .he into'.'viiv t end cm a. note of 
coiifltionoe ii.r:d rt'.o’coct ty heth t*.rtir.o - nl it is? tao r.tcr*c 
r-’aTriDi.Iii ty to i^^ure tMs5* 

four r..t r» in the ♦;roa offered rt.-cr oev,it2e ueo.v cf 
f i t!.oi3£.v rir, rrv rcaidoo t.‘ e routine, jjciec'. irn c^xid 
»n>t ur^ouvS/o uk-.’s were to - r'-vivle on o, ^ orto :dty to 

c' er r iciivo critici on where rcceoj*.!^ > tn cc’« * 'anicate 

th'i otr. newrds of ••e.rfor'’’*ancs cx cct'"u ty V:e r:>t>sr of tte 
r'-t'^ej to '■'riJv'nc'c the Jnierot. ndir!/; n tho r- ter 

> 1 ,;-- tnc r. ts**. It is t>*e o inirn t-:- t II vf 

l*-5-s:, re co:isij^€nt '-.ith • re. -crib Uijte frr fitn^ov> re~ 

! ort^ cn»i ~ y d# o<'»,vien': fitly Jice<- Tl *v -od vy s.n int* rvi^a* 
Cf the e -•10 ’■* d divcus»i»-d tneir fltrios rvi 

i dr» ti if r<-t ?e6, oix cut nf triti oiunt rt*. orlod t-i. t f yt ;ev«- 
r j- ^i‘frct - n the pj t- e luu t-'-n :,o^d t'r.d tus, *r c nurl;»-r 

t'> t t <•/ f' It ti\« 00 '- t-nti Ik d b-;cn otren,_ti‘*Jii:.a oy 
t*>® .1»<' i4iu 2 <^n* *;cn 0 of the rut rt re rrt 'd suiy .-.viv r -e cff» 

' ®ct on diac*‘ii«a > e, r ' f tre ai ocu«.jicnO|, ‘"’.t cill 

(f^'-^vt- d t' •• t cro B e--*v!!3 t* - rcetit ; ~b r £* r lees, \~*:r 

ir®* •• t.*xi t *0 «'iee v .i • n. 



^’ive of the eight raters who Iriaa discussed fitness re- 
ports reported that at soine tine they had encountered a feel- 
ing of inadequacy or ernbarrasi.r.ient during the discufjoion, 

L'Ut, they felt that this was due mainly to i nexp erifsnee. Six 
of this group felt that they had a bF:tter understanding of 
the ratee after the discussion, while the other two said tluit 
they had. formed their opinions before the discussion, ilone 
of these raters felt thiat the time required to discuss the 
report had been wiisted. 

Only two cf the raters in the entire group thought that 
a discussion of fitness i*eports should be mandatory for the 
entire iluvy. Ihe ma^or objections to such a regulation v;ere 
the rater’s lack of training in such a procedure, the in- 
practicality of such a procedure in many commands where there 
are large nurber of ratees, the tendency to tr-^rt the pro- 
cedure as routine, and special circumstances ourrcimding 
many c<'. scs, Several v;ere emphatic in their aesire that all 
fitness reports be ahowu'i to the rfclccs in any case. 

Three of the ratei’s were of the o ^inion that the sit- 
U' ticn at ser was different from that ashore. The principle 
reason for the difference they thought w^as in the diffei'cnt 
living conditions tluit exist. 

In sumain/, the raters, in general, are not wholeheartedly 
in support of the present fitness rdpert system, tViey use the 
fitness retort discusision for communicatiiig to the ratee their 
desires as to performance, they have noticed many benefits 
to be derived from the discussion, the gr cr t majority of the 






rateer acce t tho discacii 'ns as IKey ai*e intended, and 
they feci th£ t tl ero is no gre t difference beti'ecn the 
sitUv'ition aflOi/t end oshoro. The tors, in genercl, do 
not desire to sec the discussion of fitness reports hecert'e 
»'rndntory. The r-^ters sup-^ort the ider of discussions hut 
prefer to Iciive the decision os to vjhether or not the dis- 
cus, ion should he conducted un to the r^ter in his articular 



situation. 
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Oiiarjtei* 71 

j AnalvsiG of ‘^itncar; Acport CoVaparison.-) 

The for^ used fci* at'otractiiL^ the -i^iterial fro' t the 
fi ' -iosw re ortr, or file in the Inrear. of Jirral crconnol 
is exhibited in -i.v o::dix Is. 

The fo.rrn v.v-s JcTiaed to cbtoj.n the data record d in 
secti.''.nG seven, ei/fntj, nine (a) and te/clvs« The abstract" 
lea of t?ae data on;:tained in sections u ;vcn, oiftlit fnid 
nine (a) 'aas shr ly acco:npIis!ied by the e:o:.ct trcinGfer of 
the dat£i fror the fitness re ort to the f mv. her section 
tv/olve, ho\’ 0 vc-r, it \o. e -leceser ry to :al:e cc.x.o>,;oriec for 
the v/ritten material in ox'd^r rocor . line catesorics 

\jore ailov'od for, foviio iiL ra oh. for co ’ ents 

idoout the offic'=’r. Inas‘auch ae the of fitness 

rc' orts see ;, to he stereo t:y_>cc'., 13 J s fen for ylv^ci.s^ the 

I 

k*e:iar x rod to oo ,ax iiciono. i..i exampic 

■of the use of the forn v.ill be .-jivoa }r.*re. 3.f ti.e coninonts 

in rc<cctl- n ZMelve 'ere: 

i_ioatciia;i\, onitn . erf or ei his chiwisi-;.. as 
Gunner?/ Officer of this slii'. in an excellent nan~ 

' nor. h.e hau a lih^ahle ^.er^io.x J..I ty <.*nd iandl.^s his 
division x/ell. He iias developed methods for poi*- 
fur 'inj t'iie routixio rcrcx’ts c..‘ tne *.T^„.nox‘3r 
ment vhich arc out standing;. Lieutenant 3mith*s 
conduct and lo;, •-Ity to t3.j service .re ...eovo - e- 

preach. 3. 

The form would be checked in the favorable coir ent colviim 
enca each in Per'^onr lity , LervCersi'ir , HesT'onsibilitv, Con~ 



j- - i* t^y X • ' ar , c L» • socXiX on 1 * ^ . 



I 



^-1 



duct, -ork ^*etliod£3 and Vork Performance* 

Fitness reports are received by the Lureau of Laval 
Icrijonnel at a rate of over 7,000 per month* Tlio I'eports 
received on a tyi leal day for the ranges of Lieutenant Com- 
mander through ^nsign were analysed with respect to the num- 
ber shown to officers before submission to the Luroou and 
for the numbers received from commands afloat* Table 3 
gives a surnnary of this information. 








C orm^^nds 


Command 




Afloat 


Ashore 


Reports shov;n 
to ratees* 


75 


67 


Reports not 
shewn to ratees* 


15 


24 



Table 3* Fitness IHeports received at the Lureau of 
Naval Personnel on 10 June 1948 grouped 
by Command and reference to Ratee* 



An analysis of Table 3 results indicates that twenty-tv/o 
percent of fitness reports are not sho\'/n to the ratces* If 

I 

those reports not shown to officers because of unavoidable 

difficulties are eliminated, the percentage v;ould r.robably 

I 

be nearer fifteen* 

In selecting one fitness re^.ort from each file drav/er 
to obtain the sample, the first usable repoi't was selected 
until a su^'ficient n-’r.'ber wan obtained for each rank o*id 
cl ssification. V/hen approxiraately representative numbers 
were obtained for each group, any additional fitness reports 
falling into the group v/cre eliminated and the next usable 



one in that file was selected* In the opinion of the writer, 
tVie selection technique used in obtaining the sample was 
valid hov/cver, a more accurate sampling with entirely dif- 
ferent results might well be obtained by an experienced re- 
searcher* 

All reports in both groups v/cre classified by the rater 

as satisfactory but, it was observed in the case of two of 

% 

these reports that the bureau of Iv'aval Personnel reclassifi- 
ied the reports as unsatisfactory and returned them to the 
rotee for the letter required by Javy Regulations in conn- 
ection therewith* Both reports were retained in the rater’s 
[Original clasfiification for the purposes of this study. It 
Irnust be realised that about ninety-nine percent of all fit- 

I 

jness reports received in the Bureau are classified as satis- 

I 

I factory* 

I A total of seventy- six reports that had not been seen 
Iby the ratees at the time the reports v/ere submitted to the 
[Bureau of ITaval Personnel were selected* 





Line 


Aviation 


Staff 


Total 


Ensign 


8 


5 


1 


14 


Lieutenant 
(.■junior grade) 


12 


10 


6 


28 


Li eut e 'riant 


10 


6 


6 


22 


Lieutenant 

Commander 


5 


4 


5 


ir 


Total 


33 


25 


18 


76 


Table 4* Gi*oup of 


Pitness 


Reports not shov 


rn to 



xlatee by Bank and rroad Classification* 



I 






.1 totfil of ei>~’:ty-four re^'oi'to h?d been by 

tno rat>-*'e3 ut t-h»‘ lin^ the raj^ortj • tro i txed to cliC 
- »ir®#u cf ^ v*-l . T -omicl varc 3f.lc.cti‘d» 





Line 


/•viatlon 


loto-1 




7 


t 




17 


^icuton«.r.t 


(junicr ^*radc) 


10 


14 


4 




. icutenant 


7 


b 


b 


rs 


.-ieuteiiant 


CorrrJUider 


n 


4 


5 


14 


fotal 


f>n 

* V 


/»0 


:?0 


84 


■fable 5, arcuo cf 


jitneos 


..C7.'orts 


fiSlOVTTi to 


-atec 



by ..z.nl: and a>rcad Cl^ seif i cation* 

It should also be noted th-t or* only one report in both 
rou' ;j vac thare .it^te-oont tb< ro< rrt hi-d bc<? l dl5- 

C J', ied ,'ith t>»G r. too* <c’..ever, thia -swiot not be as 

lii io*^ 1> o'.ticn that onUy one ro* ert out of ICO io di^cuGoed* 
T?ie results of the carvey for 'cctiona »eT'=?iis ani 

U'U! (a) f.rc- n T' oeatod on the craecoodln, in rceni sje 

fiijr ^'or efcsy ec^ rioon* A cr>r.; •z. ris<''n of the roBulto ota« 
•“.'tic5*l!y nhov.s V t the "rrupG diff^^r ..lij^rv: f .ciiitly only 
; ■ tot 1 rho i*i each rero'?titilo srou- Ir.?;;' rre t«itr*Ied 

far i.trcti'i'n **ovcn tad vl;en tot^tlod for acetinup^ ocvai^ el"ht 
2»ii. .it -tl <itic il difference Ghovfi f «• a. 

L. j‘ t^it Cl ‘!*:f*;c. nt dirrr*r*nce bctiraen t'lo nui.bcr of . c.rjijs 
^ t. «lv« hlitt.i;*! toi? ji'.rccrnt co2u n the next 1‘- tventy 
j(>w»^rcent cnl\*' .a, Tr. hclh ca>ec, the r^- rrte of tho»«* ’'“ho lau.\e 

p.., 



L’otal I'larkin^^e In 
section ioven 



Total !Iar;rings in 
Cectioric Jevenj, 
night and _.ine(a) 





ritncss reports 
oIio\m to ratee 




Witness reverts 
not shov/n to 



ratae 





□ 



opposite 

roupi iif;D 

Ijornal 



10 



lo;. 



W ^ lU^ 



3 ^' 



O'-.;. 
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C 

r* 



f>0^ < 



42>J 




JiO\Test 

105; 



Text 

non 



n.iddle 

4 on 



Hext 

20>j 



Hlfdiost 

10,.- 



Gorihlrica Groups vs* j-Og-'cetod Groups 
(i'ot observed colurui el .i mi rated) 

Grajjh 2* ComperiBon of l-orks in Dcctions Seven* dight 
and -..ine(a) of ^’itness l-ieport Groups* 



1 Gee ^ppeiidix v for n'.:merical tables* 
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ins and the reports of those v/ho have not seen them tend to 
he murhed in the next lower twenty percent group int 5 , llie 
differences in percentages are beyond three standarxi deviat- 
ions and are thus beyond the normal campling error. ^ It is 
not felt that this G^iall difference in percentages affects 
this study in spite of the fact that it is beyond the normal 
sampling error. It is possible thet raters tend to mark the 
ratee higher if t loy are aware of the forthcoming discussion 
or perusal of the report with or by the ratee. 

VTien both groups of reports arc combined » the resulting 
curve from the total marks in the percentile groupings of 
sections seven, eight and nine(a) is badl;/ skewed to the 
right. ^ 

The results of the survey for section t\v*elve are pre- 
sented in Table 6 showing the percentages of remarks in each 
category for bot?i groups. 

An examination of the tabulated results for section 
twelve from the statistical viewpoint leads to the conclus- 
ion that there is no significant diffex’ence between the 
quantity or typo of remarks placed on the fitness rej)orts in 
either group. 

The conparison of the total number of remarks placed in 
section tv/elve of each group is presented in Graph 3. There 
is a trend which although not significant is indicative, 

1 Bee Appendix for calculations, 

2 bee above x. 44. 



ravorablQ lloutral Constinictive Jefsativc 
Ccrsne/it Cortr.':ont Criticiem Criticism 

♦xatees >/ho have seen their fitness re^ortg* 

Personality 



(Charactex*) 


29.^ 


0.5 


0.5 




Leadorship 


6,7 


0.5 


0.5 




Ueoponsibi 1 i ty 


6.1 


:>.5 


0.3 




Conduct 


0.5 








\-’ork Hothodo 


11.8 


1.1 




0.3 


•Vork Performance 


PI. 8 


5,1 


0.5 


0.3 


Ability 

Specific instances 


l?i.9 


0.5 


0.3 




of performtinc® not 
included above 


0.5 




0.3 


0.3 


ethers 


0.3 








Aateen who have not 


seen their 


fitnooa 


reports. 


^.personality 










(Character ) 


27.4 


0.7 






X enderohip 


7.7 


0.5 






i\eoponsibiiity 


4.0 






0,3 


Conduct 


0.5 








Vork IlethiOds 


11.4 


P.O 


0.3 




'\'ork Performance 


20.8 


5.7 






Ability 

Specific instances 


16.1 


1.0 


0.7 




of perfcm^ance not 
included above 


1.0 






0.3 



ethers 



T. 



ible 6, 



Percent»^oG of Statements in each Category for 
Section 1.*^ of iritness iteport Groupo,^ 



An Inspection of the graphs shows 
raters 'Jho nliovi fitness reports to the 



tho trend of those 
ratec prior to cuc- 



1 o«e Appendix D for numerical table. 



iniDsion to tho bureau of JaTuI Personnel to "oe inclined to- 
\/< rd Si larger nunber of rcuarlis about the ratee* The inodes 
and medians of both frequency distributions are fourj but 
the aritlmetical average of tho group of ratees who saw 
their fitness reports is 4.2B as compared with 5*94 foi’ the 
group \iio did not see tiieir reports* 

The next logical question to be ansv/ered is what bearing 
this survey has on the hypothesis* The survey v;as conducted 
to dctei'mine if any significant differences existed between 
tho fitness re"'orts of those officers who saw them before 




Granh 3. Comparison of lJurnber of Remarks in Section 10 of 
Titneos ^.oport Groups*^ 



1 Gee Aorendix 1) for table. 






£5uljr.i3Gion to tho 3iu’eau of liaval lerooimel mid thoac who 
did not see It nay "be concluded that there is nc sig- 

nificant difference exioting 'betvj'oen the two groux^s, The 
rdner tendencies toward certain types exhibited by both 
groups ore not considered sufficient to warrant any other 
conclusion* Inas’mich ac the groups v/erc equal and the fit- 
nose reports w'er© substantially equals it nay be further 
concluded that shoving the fitness reports to the ratces 
ituy^rcs no significant diffex’cncc in their content* 
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LliU'-tcr VII 



Infor(?ncec fro*-?, ourvcy 

TV.e resultc obtc-lned froci thp‘ rateo c;uecti.cni3a;.ire sho'^. 
four ir<iport(-i*l tron;l.^ in the tldi-’ intl tl’. c r‘'tce&’« 'ilie 

To j.* •'^•' 10 at io the li-ck of the Tv.tov.‘'z ccnf5.dcuce in the re- 
srent fitness rci-ort systaa* 'j.ld3 ?.-.3 s.n ii.; allliic condition. 
I’nJ e inveo* ir'-’-tl n ^3ng^cct£5 that the rd^ocnce of e-pprooriate 
xrai nii'ig in tlio noe of the fitnerss report uyotem on th® part 
of all officers in the havy* contriiutee directly to this con- 
ditioK. 

The .‘nort lc> of ratecs cun be ¥&.otlv i. ij,/roYcd tliroubh the 
r-s.-.o¥-.i of all veils of occretivencKit; from tho fitness report 
s’- ov-ai the study# ei| Idy- three ;ex‘cent of tho I’c-tecG de- 
sire an iiitervicv/ after their fituicus rrr ert is cou leted* 

-lie •'^itlibolaing of iafor" atlon of this nature naturally lea 
ilir !*■ toe to mo tract ef tho rat or, he f-’clo that tho ratex’ 

2 5 IreCr-litl him an evaluation which the I’ater is - shared 

to display because it io ouch a pool* one* 

ihe st-aly indicated that pcrha/B tho social cc. •jsatibil- 
itj G* tho rales ,ould be enluuiced by hicv/irig liovr oti:cro 
viem^ Me orv pc-i'i'cr c nco. 

“imilZy, th.e o.-'.. oriune time for cor;, lit. .ntiiitj I’ateos on 
ti'-e-ir ja*-! ari*h porfor "-.ttnee and poinliri^^ tlie vjay la uMch 
a .n i^’ rev--* their r;arfor'-auce tnrcu^ph constructive 
cr.tici»»»! lo t tlie tire fituoas r*«iortG u.rc r> bwiitod. It 
.i ; ba pr-i: t'ui out th t ran.' ro-t-; c uirr^r. lisli this on a day 
to O' y b^tsife rpt'i er t' an vu3ti*sS; until y fitness, I’e- ert it 
due for 3JV“!i5^Ji i , but roitcr- tl<n of the facts at t’iC tir-e 



CO 



I 

the reprrt is subnitted will pci'form no \ e.m and n.y ct.use 
the ratee to be v ore deeply impresned es pecially -\dth cr'n- 
' Gtructive critic! 

All of the inf crone os listed tibovo 'nay be brought into 

I 

■ action through the discussion of comi leted fitness reports 
j bet’/een t>ie rater and the ratee. 

I A total of four inferences r ay be drawn fron the rater 

' questionnaire. The first is the lack of understanding of 
. the system o,s it is prosontly used. It is tiie writer’s 
opinion that narjy of these mi sunders! andings would be 
alleviated if an intensive drive v.as placed on training in 
the proper method of using fitness reports. 

The probable need for a revision of the present form to 
make it more selective of officers, eorccially in sections 
seven, eight, and nine (a) was indicated. 

haters who have discussed fitness ret erts have found 
that they and the entire l^avy can oacily benefit from using 
the fitness report for i^urposes other trian simple selection 
and assignment. Among the chief benefits are the more com- 
I plete understanding that can be brought about between the 
i rater ana tVie ratee and the opportunity for com limenting 
the rc^tee’o work or offci’ing constructive criticism. 

Ihe raters strongly indicated that they desired the 
discussion be left to the discretion of the raters and not 
be made r-iandatcry. 

The cor.parison of the fitness rej^orts of the tv;o groujt.s 



I 

I 
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■brougiit to light throe particularly significant items* The 
most important was that sections seven, eight and nine (a) 
ftil to select officers. Officers cannot possibly be sel- 
ected when ninety-nine percent of all marks are listed in 
the Upper seventy i.)ercentile brackets and eighty-nine per- 
cent are listed in the upper thirty percentile brackets. 

The raeagemeso of information contained in section 
tx/elve of the fitness report is a detriment to the entire 
system. It is the v;riter*s opinion that if the discussion 
of fitness reports was required there xvould be a more ade- 
quate description of the ratee in this section. 

There was no significant difference between the two 
groups of reports investigated except a small indication 
that those shown to officers tended to be marked in the 
higher bracket. It is apparent that whether reports are 
shoum to officers or not makes very little difference in 
the preparation of the report. 



Chapter VIII 

Suggeatlono for jc'\irtliei* Investigation 
The outstanding topic which arose in this survey v/as 
the possibility of devising separate rating feme for each 
corps within the iiavy and with separate criteria for the 
measurement of each corp*s particular types of duties* 

One subject even suggested that separate criteria be estab- 
lished for each type of position within the Havy* There 
is some merit in the first of these suggestions in the 

\/riter*s opinion* 

I 

The need for a training phamphlet for use in coimection 
with the preparation of fitness reports has been evidenced 
several times in the survey and has been indicated in the 
Ini’orences* 

Keviev/ing of fitness reports by an officer senior to 
the rater as a means of holding the rater within reasonable 
limits has been suggested* This may have some merit* 

The success of the committee system in certain indust- 
I’ial concerns proves that it has irruch merit* Although it 
vras previously pointed out that the character of the Iiavy 
organisation prevents the operation of such a system, it 
may be feasible in certain units within the IJavy* 



Chapter IX 

Concluoionn and Reco:imendations 



Conclurjiona 

The value of fitness reports to the U.C. Javy can he 
enhanced hy stron^^ly encouraging a discussion of completed 
fitness reports hetween the rater and the ratee "because: 

(l) The morale of the ratees v/ould be greatlj?’ iraproved* 
(?) The shovirig of fitness reports to ntees has not 
changed Vie rater's opinion of the ratee' s work 
performance appreciabl3r, therefore, it i.vust be 
assumed that a discussion will not c"’<.aiige the 
rater's opinion but v/ould probably require him 
to 02q)ress it more fully in the re^^'ort, 

(^) The trainii.g in evaluating work perfornance re- 
ceived 'bj the ratee in the discussion ’would im- 
prove his understanding of the system and liis 
own ability to evaluate others properly \dien the 
occasion arises. 

IwecoTiTiendations 



’he 



specific r ecoirii''*endations as a result of this sur- 



vey are: 



( 1 ) 



An investigation should be insti,gc\ted by the bureau 
of I'<yVcil j.eisonr.el for the purpose of detemining 
the V' luo of a discussion of fitness reports under 
much better controlled conditions than were feasi- 
ble in this studi^. Jhould such a study "be con- 
ducted, it is rccomj'-cndcd that special attention 



f4 



"bs given to tlie value of sections ncYon^ ei;i^t 
and nine (h) of the prevent fitness rowox't frnn 
tc tbe Vav^y, The discusojen of fitness ro’-*ort 8 



should be enco’uraged and space shcild be allotted 
on the fervn for indicating \‘'hcther or not tlic com- 



pleted x'?; rrt had been discussed by the rt.t'^r and 
the ratee jointly. 

(?) The refei’ence of fitness ro„ erte to the rt tees 
prior to their subrnissicn to the Ltireau of Kaval 
Personnel hss been chown to he highly desirable by 
this parti culair {jroiip of subjects. Should further 
investigation in this area confirm tdiose results j 
it io reco’’r'ended that the service be infcr’’’ed of 
the advantages found and a thorough trial be given 



prior to requiring the procedure* 

(?) l/hile the present instructions rep;ardin.g the uses 
and methods of the fitness report syrstera have been 
considered adequate for vinj years, it is the 
VTTiter’s ovinion that a voi*e extensive description 



of the system, its uses, methods and definitions 
v;ould be invaluable as a trriining device for the 
ij22provc’"ent of fitness ro'-ort contents and uses, 

A procedure for the conduct of a discussion of the 
completed rr*! ort between the rater and tao ratee 



ohoulQ be included for i>ie guidance of those raters 
who rlosire its benef'Jts, 



Chapter X 
Jutnmary of Survey 

This Durvey was undertaken to atterapt to discover whe- 
ther or not the llavy Officer Witness ..teport system could he 
improved through rcquiriiig a discussion of the conflated re- 
port hetv/een the rater and the rates. After surveying the 
available literature and investigating several industrial 
concerns, the v/riter found the use of a discussion rather 
widespread in pi’ogressive companies and highly recoiTsr"’- ended 
in the literature. 

The problem was attacked from three directions, yirst, 
a group of ratees v/as interviewed to determine tlieir att- 
itudes toward the discussion and its associated benefits and 
their attitudes toward the fitness report systeiYi. 

Second, a group of raters were interviewed to determine 
their attitudes toward the same aspects as those for the 
ratees and in addition their attitude toward a required dis- 
cussion. 

Third, a group of fitness reports on file in the ^^ureau 
of liaval lersonnel were analyzed to determine if any signif- 
icant differences existed between those sViown to ratees and 
those not 3ho\ni. 

The results of the su 2 rveyc showed that the discussion 
of fitness reports between the rater and the rut^e sV ould be 
strongly encouraged but not made mandatory. The ratees over- 
whelmingly desire a discussion of their fitness reports. 

The discussion of fitness rei orts \irill probably improve the 



coscl'ii/wivcr.rss of t'b.j' re ort, rr-h.'.4ic;c tl o x'vtULl an*d^r- 
sr- iiding cmd re£n;ect of Tjotli t\c ra-ter and tlie r/^-tee, train 
t (? rt'tee in the ov'-luv- tion of - an and ii-sTrove t ie • nr'^le of 
th<r ratees, 

'Ibe survey trcu^dit into eliirp relie f the 'jpjaliiai lack 
ef cc ^fidcnce tKrour.bout this :,ro- -v of officer Xior^^onncl in 
the fitness report s;. 3 tern and liigji lighted e need for re- 
jvisinn of oectienn seven, eight and nine (*:.)« It is the 

*orinion of the v/riter tiiat the forrier c- ji be allcvi- T.ed 

1 

througli an intensive traiidn^ program in the use cf fitness 
reports and throUfcdi sti’ong enooux :i£enent of the dincusuion. 
The D 'eci.fi c rcco::r.endations derived from this survey 



ares 



(1) An investigation should be instigi-ted to detor- 
nine t]ic vAlue of a discuoslon of fitn*&sb reports 
under veil controlled emditiosis* .^pecio.! uttont- 
ion should be given in ouch a study to the value 
of sections seven, eight and nine (a) of the pre- 
sent fitness report foro to tlic 

(2) The dioeucsicn of completed fitnesG ro ortc should 
bo strcssgly cncouratied and space should be pi'cvided 
on the fcriQ for indicatin«g uiiether oi* not a dis- 
cussion v;\.-w held* 

(3) The reference of fitncoo reporto to ratecs a' pc rs 
to be liip:hly desiivvblo. ^^iiouid further investigat- 
ion cortfirKi this study, the advantages of such a 

I roc<’durc should be pi’OJ 'Ulyated and tooted through- 
out the seririco before requiring com', lianco# 



(4) At ia tv»» oninac:; tha. t a •^•■rc « 

il^iiCxi lion of fitness report 
Mil i?-.v;vltj.J!«.'blo tiv.iid^u*; Jcviicc for tb.v'i ^,‘ 
rrovc o!:t of the 8yot<iiM. 



tensive 
'1 vmald be 
“noral. ir.- 
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OFFICER’S FITNESS REPORT 
INSTRUCTION SHEET 

IMPORTANT INSTRUCTIONS— READ CAREFULLY 



GENERAL INSTRUCTIONS 

The attached revised Officer’s Fitness Report is to be used 
in place of the old forms, NAVPERS 310 and 311. 

This form serves the following purposes: 

1. It serves as a report of fitness for all officers both 
afloat and on shore. 

2. The first carbon — (Page 2) — keeps up to date in Bu- 
Pers the Officer’s Qualifications Questionnaire, which 
provides the Bureau with information covering each 
officer’s previous experience and qualifications for 
various types of duty. 

3. The second carbon — (Page 3) — provides data cover- 
ing changes in the officer’s qualifications and is to be 
filed in the Officer’s Qualification Record Jacket as 
an aid to Commanding Officers and Personnel Officers 
in assigning him properly. 

This form is to he submitted semi-annually for all officers 
(quarterly for Commanders and Captains in command of 
units afloat, individual ships or opcratiaig commands) and 
in all cases of permanent detachment of either the officer 
or reporting senior. Special reports on this form will be 
submitted ONLY at the following times: 

1. When directed by higher authority. 

2. When officer is recommended for trial by General 
Court Martial. 

3. Upon receipt of orders for officer to report to Bureau 
of Naval Personnel for disciplinary hearing. 

4. When requesting detachment of officer (attach to re- 
quest). 

5. Upon recommendation that officer be disenrollcd. 

6. When specifically directed by Bureau of Naval Per- 
sonnel. 

A typewriter is to be used when at all possible in filling out 
Sections I through 6. Since 96% of all fitness reports 
received in BuPers are typed, tlie form has been constructed 
for that type of preparation. Care should be exercised that 
the carbon copies are legible if a typewriter is not used. 

INSTRUCTIONS FOR REPORTING OFFICERS 

In deciding on promotions of officers, Selection Boards 
must, in effect, compare an officer with others of the same 
.rank rather than with more arbitrary standards. You will 
_ynote that in Section 7 and subsequent sections you are asked 
to do just that — compare each officer with all others 
of the same rank and corps whose professional abilities are 
known to you personally. Please note that the officer is 
not to be compared only with the others of his rank now 
under your command. For this reason, it Is important to 
indicate in Section 9b how many officers are included in the 
group you use for comparison. 

In making this comparison, keep in mind that the group 
of officers whose professional abilities are known to you 
personally (or any other group of people) will fall into a 
j normal distribution when graded on any trait or factor — 
that is. there will be a small number at the lower end, a 



larger group in the middle, and a small group at the top. 
With this curve in mind, compare the officer with the group 
and mark him on each factor in Section 7 as falling in one 
of the five brackets — the lower 10%, the next 20%, the 
middle 40%, the next 20% or the top 10%. Do not hesitate 
to mark “not observed” on any factor which you think not 
applicable to the duty in which you have observed the officer 
or in which your observation has been too limited to warrant 
judgment. 

No entry which is made in Section 7 will be considered an 
unsatisfactory report. Only adverse comment in Section 6 
and entries so designated in Sections 8, 9, 11 and 12 will be 
so considered. 

An unsatisfactory report must be referred to the officer re- 
ported on for his statement which is to be attached to the 
report of fitness. In any case open to question as to what 
constitutes an entry of an unfavorable or unsatisfactory 
nature the officer will always be given the benefit of having 
seen the report. (See Article 137 Navy Regulations, Gen- 
eral Order No. 62, and BuPers Manual Article C-1006). 
The Bureau desires that reporting seniors make every effort 
to show each fitness report to the officer reported upon and 
to discuss it with him, in so far as practicable. In this con- 
nection please note the instructions in Section 12 which 
provide that statements of a constructive nature which 
refer to minor imperfections or lack of qualifications 
do not constitute an unsatisfactoiy report. On everj' report 
of fitness, the reporting senior will indicate under Section 
12 whether the officer reported on has or has not seen the 
report. 

The reporting senior will sign all three pages of the report 
in the lower right hand corner, or will sign the original and 
designate a commissioned officer, preferably senior to the 
officer reported on, to authenticate Pages 2 and 3 in lower 
right hand corner. The officer reported on may sign and 
retain Page 3, inserting same in his qualification jacket, if 
he is geographically detached from the reporting senior. 
The Officer’s Fitness Report (Page 1) and the Officer’s 
Qualification Report — BuPers Copy — (Page 2) are to be 
forwarded — not separated — to BuPers. The Officer’s Qual- 
ification Report — Jacket Copy — (Page 3) is to be detached 
and filed in the Officer’s Qualification Record Jacket. 
Fitness Reports are to be submitted promptly and their 
preparation is one of the most important and responsible 
duties of superior officers. Failure to prepare them object- 
ively is detrimental to the efficiency of the Navy. If not 
submitted promptly, the rights of the officer reported on 
may be prejudiced. The fitness of an officer for the service 
with respect to promotion and assignment to duty is deter- 
mined by his record. 

INSTRUCTIONS FOR OFFICER REPORTED ON 

It is your responsibility to fill out Sections 1 through 5 of 
this form and to sign all sheets in the lower left-hand cor- 
ner. Submit the form to your reporting senior at the times 
specified in the General Instructions above. Use a type- 
writer, if at all possible — if not, use ink, but be sure that 
all copies are legible. 



NOTE: For eauvenicnce there ts printed on the back of these instructions a xvork sheet which may be used as a draft in preparing the 
carbonised set. The work sheet is to be detached before filling out the carbonised set and is NOT to be forwarded to BuPers. 



READ CAREFULLY THE INSTRUCTIONS ON THE REVERSE SIDE 



DATE 



\ NAME 






<flrtt) 



(middle) 



RANK AND CLASSIFICATION 



SHIP OR STATION 



FILE NO. 



DATE OP KEPORTINa TO 
PRESENT SHIP OB STATION 



PERIOD OF REPORT (mo., day. year) 
DATE FROM j DATE TO 



OCCASION FOR REPORT 



□ 



DETACHMENT OP | — | 

_OFriCBB REPORTED ON I I 



DETACHMENT OF 
REFORTINQ SENIOR 



□ 



REGULAR 
SEMI-ANNUAL 



n 



QUARTERLY 



n 



SPECIAL 






2 ^ DESCRIPTION OF DUTIES SINGE LAST FITNESS REPORT (List most recent first end describe accurately. Include periods of leave, transit, ate., elso 

Include employment of ship.) 


FROM 


TO 


MO. 


yb. 


MO. 


YR. 











































Hat present dirty changed tlnce last lUness report wat submitted? 






Yet 



n 



No 



IP COURSES OF INSTRUCTION WERE COMPLETED DURING PERIOD OP THIS REPORT, UST TITLE OF COURSE. LOCATION OF SCHIOOL, 
LENOTH OF COURSE AND DATE COMPLETED. 



Are you physically quellfled 
for See Dutyf 

Don't 
Know 



□ Yet □ No □ 



4. If Aviator. Indicate No. of 
Flight Hours Lest Two years 
for Each Type Aircraft (List 
Most Recent Type First) 


TYPE OF AIHCRAIT 














TOTAL 


NO. OF HOURS 

















5. 


MY PREFERENCE 
FOR NEXT DUTY 


SEA 


KIND OF DUTY 




LOCATION 




SHORE 


KIND OF DUTY 


LOCATION 


IS^: 



6. SECTIONS 6 THROUGH 12 TO BE 
FILLED IN BY REPORTING OFFICER 



W' IS THIS OFFICER QUALIFIED TO PER- 
o FORM ALL HIS m 

^ PRESENT DUTIES? LJ YES U NO 

J 

^o. 



NAME OF REPORTING OFFICER 



RANK 



PILE NO. 



OFFICIAL STATUS RELATIVE TO OFFICER REPORTED ON 



INDICATE MORE RESPONSIBLE DUTIES FDR WHICH HE IS IN TRAINING. (If none, so state) 



DATE OF EXPECTED 
QUALIFICATION 



Commeol oa epecla) or outstandlnc QueJldcatlons as well at a&y phyalcal delects, which should be considered In determiolng the kinds of duty to which ho should be detailed. Only comments oo 
QuellflcMions algnlflcfiot In detailing should bo entered here. ANY COMMENTS REGARDING FITNESS FOR PROMOTION SHOULD BE ENTERED IN SECTION 12 ONLY OF PAGE 1. 



< 

H 

lii 




ASHORE 



AFLOAT 



7 FOR EACH FACTOR OBSEBVTED CHECK THE APPROPRIATE BOX TO INDICATE HOW THE OFFICER COMPARES WITH ALL OTHERS OF THE SAME RANK. CLASSIFICA- 
TION AND CORPS WHOSE PROFESSIONAL ABILITIES ARE KNOWN TO YOU PERSONALLY. DO NOT LIMIT THIS COMPARISON ONLY TO THE OTHERS NOW UNDER 
YOUR COMMAND. DO NOT HESITATE TO MARK "NOT OBSERVED'* ON ANY (JUALITY W^HEN Al'PROPRlATE NO ENTRY WHICH IS MADE IN THIS SECTION VTLLh BE 
CONSIDERED AN UNSATISFACTORY REPORT ^\HICH MUST BE REFERRED TO THE OFFICER FOR STATEMENT, ONLY ENTRIES DESIGNATED IN SECTIONS 8. 9. II 
AND 12 WILL BE SO CONSIDERED. 



RATING FACTORS 


Not 

Observed 


Within 

Bottom 

10% 


Within 

Next 

29% 


Within 

Middle 

40% 


Within 
Next Top 
20% 


Within 

Top 

10% 


A. SEA OR ADVANCE BASE DUTY 

How does this officer compare In: 
NOTE: ITEM (A3) TO BE 

MARKED FOE ALL OFFI- 
CERS. 


I. STANDING DECK WATCHES UNDE31WAY? 














2. ABILITY TO COMMAND? 














3. PERFORMANCE IN PRESENT DUTIES AS DESCRIBED IN SECTION 2. ABOVE? 














4. REACTIONS DURING EMERGENCIES? 














5. PEKFOBMANCB AT BATTLE STATION OB IN BATTLE DUTIES? 














B. INITIATIVE AND 
RESPONSIBILin 

How well does this offleer: 


I. ASSUME RESPONSIBILITY WHEN SPECIFIC INSTRUCTIONS ARE LACKING? 














2. GIVE FRANK OPINIONS WHEN ASKED OR VOLUNTEER THEM WHEN 
NECESSARY TO AVOID MISTAKES? 














3. FOLLOW THROUGH DESPITE OBSTACLES IN CABEYINO OUT RE^SPONSIBILITIES 
ASSIGNED OR ASSUMED? 














C. UNDERSTANDING AND SKILL 

How well does this officer: 


1. UNDERSTAND INSTRUCTIONS GIVEN. AND USE SUGGESTIONS OFFERED? 














2. EXERCISE JUDGMENT? 














3. RATE IN TECHNICAL COMPETENCE IN 
HIS SPECIAI/TY. Lb' ANY? (Name Speclslty) 














D. LEADERSHIP 

How well does this officer: 


I. INSPIRE SUBORDINATES TO WORK TO THE MAXIMUM OF THEIR CAPACITY? 














2. EFFECnTOLY DELEGATE TASKS AND AUTHORITY? 














3. TRANSMIT ORDERS. INSTRU(mONS. AND PLANS ? 














4. ORGANIZE HIS WORK AND THAT OF THOSE LTNDER HIS COMMAND OR 
SUPBR\aSION? ‘ 














6. MAINTAIN DISCIPLINE AMONG THOSE UNDER HIS COMMAND OR DIRECTION? 














E. CONDUCT AND WORK HABITS 

Hvw does this ofDcer cotnpara in: 


1. ABILITY TO WORK WITH OTHERS ? 














2. ABUJTTTO ADAPT TO CHANGING NEEDS AND CONDITIONS? 














3. inUTARY CONDUerr— BEABmO. DRESS. COURTESY. BTC. ? 















INDICATE YOUR ATTITUDE TOWARD 
HAVING THIS OFFICER UNDER YOUR 
COMMAND, WOULD YOU: 



depinite:ly not 

□ WANT mil? 

(UNSATISFACTORY) 



PREFER NOT 

□ TO HAVE HIM f 

(UNSATISFACTORY) 



□ BE SATISFIED 
TO HA\ne HlMt 



□ DE PLEASED 
TO HAVE HIM? 



□ PARTICULARLY 
DESIRE HIM? 



Oa Contiderlno All Otfleert ot the Same Rank. 
Clestihcation and Corps. Whote Prolesslonal 
Ahllltlet Ace Known to You Pertooally, 
Would You Promote Him: 



□ 



(Cheek one) 

UNDER NO 
CIRCUMSTANCES ?|—l 
(Untatlsfectory) 1 J 



IF 90% WERE 

TO BE ( — 1 

PROMOTED? LJ 



IF 79% WERE 
TO BE rn 

PROMOTED ? I I 



IF 30% WEBB 
TO BE I — I 

PROMOTED ? LJ 



IF ONLY 19% 
WERE TO BE 
PROMOTED t 



OK How many Officers ere Included in the 
group used lor the comparison i n 9e? 
10 OR I — I 19 TO rn OVER 
LESS LJ 50 LJ 50 



□ 



10, c6mMENT in section i2 and OIVE reference here to any commendable or adverse 5EP0RTS THAT HAVE BEEN MADE ON THE OFFICER OURINO THIS PERIOD. 



1 1 HAVE YOU ANY ADVERSE COMMENTS TO MAKE REOAROIHO THIS OFFICER'S 
‘ QUALITIES OR PERFORMANCE? , ^ , 

HAS HE ANY MENTAL OR MORAL WEAKNESS WHICH ADVERSELY AFFECTS 
HIS EFFICIENCY? 



n TES 

□ 



TES 



n NO 

□ 



NO 



If yet, explain 
lo Sectloa 12. 



UNSATISFACTORY. Yes In either Item of Section II 
constitutes an unsatisfactory report and mutt be referred 
to the officer for ttateinent. 



preecQt duties but has ^d no experience at eea'* would uot bo imtellJBfactory In nature. 

Check one of theie boxes — I CONSIDER THIS REPORT TO BE Q 8ATI8FACTOBY CD 



UNFAVORABLE 



□ 



UNSATISFACTORY 



z 

<■ 



lU 
> , 
< 



o 

o 



(If additional ipace It needed attach extra sheet) 



SIGNATURE OF OFFICER REPORTED ON (Applies oely tp Sections | through 5) 



SIGNATURE OF REFORTINQ OFFICER 



Has this report been | | ^ 

shown or referred to I 1 

offleer reported oaf 



DO NOT FORWARD THIS SHEET TO SUPERS 



L fOR DETAIL PURPOSES 
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OFFICER'S FITNESS REPORT 
NAVPEHS'SKIA (REV. 6-4$) 

PLEASE TYPE THIS FORM 
If no typ«urrltor Is evaiUblo ui« Ink but be sure All eoplee «rt"^lblo> 






DATE 



NAME 



(Inet) 



dint) 



(middle) 



HANK AND CLASSIFICATION 



FILE NO. 



SHIP DR STATION ” " 


PERIOD OF REPORT (luo. , day, yerr) 
OATF: from j DATE TO 


DATE OF RETORTINO TO 
PRESENT SHIP OR STATION 


OCCASION FOR REPORT " 

f— 1 DETACHMENT OF r"! DlTTACmrENT OF BEODLAR ri n 

LJ OFFICER IlfiPORTKO ON LJ REPORTING SENIOR LJ SEMI-ANNUAL LJ QUATrTF.llLT LJ SPECIAL 


2, OESCRIPTIOH OF DUTIES SINCE LAST FITNESS REPORT (List most recent flret and describe aecuretely. Include periods ol laave, tr«n<IL eti., also 

Include employment ol ship.) 


FROM 


TO 


MO. 


YK. 


ito. 


YB. 











































□ 



Yes 



□ 



Ne 



Hat present dirty ehenged ?ince Inti mnest feport was tubmltledT 

3 . IF COURSES OF INSTBUCTION WERE COMPLETEH DimiNQ PEHUOD OP THIS REa^RT. LIST TITLE OF (X)UBSE, LOCATION OP SCHOOL. 
LENOTR OP COURSE AND DATE COMPLETED. 



TYPE or AIRCRAFT 




NO. OF FOURS 





Are you pbyfllcaUy ou elided 
for Bea Duty) 

D Yae n He IZI 8ne* 



4 * If Avlitcr» Indicate Ne. el 
Flight Houra Lett Two year# 
lor Each Type Aircraft (Lift 
Mott Recent Type First) 



TOTAL 



5 . 


MY PREFERENCE 
FOR NEXT DUTY 


SKA 


KIND OF DUTY 


LOCATION 




SHORE 


kind of DUTY 


location 


IS: 



6. SECTIONS 6 THROUGH 12 TO BE 
FILLED IN BY REPORTING OFFICER 



NAME OF REPQHTINQ OFFICER 



HANK 



BILE NO. 



OFFICLAIa BTATU8 BKIaATIVE TO OFFICPIR REPORTKD ON 



IS THIS OFFICES QUALIFIED TO PER> 
FORM ALL HIB r-| r~| 

PRESENT DUTIESr LJ YEB LJ NO 



INDICATE MORE HEBP0NB16LE DUTiEB FOR WHICH HE IB IN TSAIHINO. (II none, m etate) 



DATE OF EXPECTED 
QUALIFICATION 



Cominenl On ipecUl or oulgUodlnir quallQoatlnni ee well as any physical dcfocU. which chould be coDaldered In determining the Mndi of duty to whRh he ahould he detailed. Only comrncntr od 
quaUheatione ilgninrcnl la deUinm thould be colored here. ANT COMMENTS REOARDINQ FITNKSB FOR PROMOTION HBOULD RE ENTERED IN SECTION 12 ONT.Y OF PAOK 1. 



< 

oc 

Q. , 
0. 
< 



FOR WHAT DUTIES IB HE RECOMMENDED? 



ashore 



AFLOAT 



7 FOR EACH FACTOR OBSERVED CHECK THE APPBOPRIATE BOX TO lNDia\TB HOW THE OFFICER COMPARES WITH ALL OTHERS OF THE BAMB RANK. (H^ASSIFICA- 
• TION AND COBP8 WHOSE PROFESSIONAL ABIUTIBS ARE KNOWN TO YOU PERSONALLY. DO NOT UMIT TH3B COMPARISON ONLY TO THE OTHERS NOW UNDER 
TOUR (XIMMAND. DO NOT HESITATE TO MABK •'NOT OBSERVED ' ON ANY QUALITY WHEN APPROPRIATE. NO ENTRY WHICH IS MADE IN THIS SECTION WILL RE 
CONSIDFTIKD AN UNSATISFACTORY REPORT WHICH MUST BK BEFERBED TO THE OFFICER FOB HrATEMENT. ONLY ENTRIES DESIGNATED IN RECTIONB 8, 9. U 
AND 12 WILL B0 BO CONSIDEBED. 



RATING FACTOHB 


Not 

Observed 


Within 

Bottom 

10% 


Within 

Next 

20% 


Wlihin 

Middle 

40% 


WIthIo 
Next Tep 

20% 


Within 

Top 

10% 


A. SEA OR ADVANCE BASE DUTY 

How does thU offfcor cemparf In; 
NOTE: ITEM (A3) TO BK 

MARKED FOB ALL OFFL 
CEBK. 


L STANDINO DECK WATCHES UNDERWAY! 










— 


— 


2. ABIUTT TO COMMAND! 












8. PEnpORilANCB IN PRESENT DUTIES AS DESCRIBED IN BECTION 2, ABOMi! 






4. REACTIONS DURING EMERGENCIES f 









— 







5. PERFORMANCE AT BATTLE STATION OB IN BATTLE DUTIES! 








B. INITIATIVE AND 
RESPONSIBILin 

How well doea this efficcr: 


1. ASSUME RESPONSIBILITY WHEN SPECIFIC INSTRUCTIONS ABK LACKING! 










— 




2. Give FRANK OPINIONS WHEN ABKED OB VOLUNTEER THEM WHEN 
NECE88ABY TO AVOID MISTAKES! 






- 






3. FOLLOW THROUGH 1>KBPITE OBSTACLES IN CARRY INO OUT RESPONRIHiJ/rriF^S 
A8BI0NED OR ASSUMED F 












C UNDERSTANDING AND SKILL 

H«w veil d«e* tlit. tSIttr: 


1. UNDERSTAND INSTRUCTIONS GIVEN. AND USE SUOOEBTIONB OFFERED? 














1 EXERCISE JUDGMENT! 














3. RATE IN TECHNICAL COMPH7TENCB IN 
H18 SPECIALTY. IF ANY! (Name flnedaUy) 














D. LEADERSHIP 

H»w well dnte thh efflrer: 


1. INSPIRE SUBORDINATES TO WORK TO THE MAXIMUM OF THEIR CAPACITY? 






1 

r " 

- 


— 






2. EFFECTIVELY DELEGATE TASKS AND AUTHORITY! 










3. TRANSXaT ORDERS. INSTRUCTIONS, AND PLANS? 













4. ORGANISE BIS WORK AND THAT OF THOSE UNDER HIB COMMAND OR 
BUPEUVlBiONf 










5. MAINTAIN DISCIPLINE AHONO THOSE UNDER HIS COilMAND OR DIRECTION? 










c. CONDUCT AND WORK HABITS 

jvw lhl« c«mpar« In: 


1. abilhy to work v/ith others? 




- 











2, ABILITY TO ADAl>T TO CHANG LNO NEEDS AND (X)NI>1TI0N8! 










8. MIUTART C01H)UCT— BEARING. DRESB. COURTESY, HTC.I 















8 . 



INOICATE YOUR ATTITUDE TOWARD 
HAVIHO THIB OFFICES UNDER YOUR 
COMMANO. WOULO YOU; 



DEFINITELY NOT 

□ WANT HIM? 

(UNSATISFACTORY) 



□ 



PREIFER NOT 
TO HAVE HIM? 
(UNSATIBFACTOBT ) 



□ 



BE SATISFIED 
TO HAVE HIM? 



□ 



RE PLEASED 
TO HAVE HIM? 



□ 



PARTICULARLY 
DESIRE HIMT 



Conclderlng All Offleen of the Same Sank, 
Claftlheallon and Oorpt, Wbote Prolettlonal 
Abllltict Are Known to You Pertonally, 
Would You Promote Him: 



□ 



(Check one) 

UNDER NO 
Cl RcuiRST ANCEs ?rn 
(UmatDIaaory) | I 



IF WFRE 
TO BE I — I 

PROMOTED? 1_J 



IF 70VJ> wiznp. 
TO BE 
PROMOTED P 



□ 



IF 30^# WERE IP ONLY 10% 
TO BE I — ) WERE TO BE 

PROMOTED! LJ PROMOTED f 



Qk How many Offleerf are Included In the 
group uted tor the romparlcon In 

□ 10 OB n ^9 TO I — I OVER 

LESS LJ 50 LJ 50 



IQ 60MMFHT IN SECTION iYaNO GIVE REFERENCE HERE TO ANY C0MMEN0A8LE 08 ADVERSE REPORTS THAT NAVE BEEN MADE ON THE OFFICER DURMG THIS PERIOD. 



it HAVE YOU ANY ADVERSE COMMENTS TO MAKE 8E0A80ING THIB OFFICER’S 
* ' QUALITIES on PERFORMANCE? 

HAS HE ANY MENTAL OR MORAL WEAKNESS WHICH ADVERSELY AFFECTS 
HIS EFFICIENCY? 



□ 

□ 



TES 

TES 



□ 

□ 



NO 

NO 



If yes. eicpiain 
la Section 12. 



UNSATISFACTORY. Yes In either Item of Seetkw 11 
conttRutef an untslltfaetory report end must be referred 
te the ofhecr tor flatement. 



iJ Olvo lu thU apace a clear, conclae appraisal of the officer roporird on and hU performonco of duly, Intiudinc any worthy of special mention. , , , . , ^ 

monta of untaileractory porfonoance. abllRy. character, or conduct loutl be re^rred lo the officer for ftalcmenL BUtomcnls of a conatructWe nnuire whh li refer lo minor Imps^rfectlona or " 
quallflcatloni do not conatllulo an uniaUafaclory report. For ejcample: '’Thla officer was a lltOe alow In jteUlng atarted but Ip now makioy pood prcfress" or ‘TUU officer la well Quaimed In hla 
pretenl dullea but has had no exporience at aoa" would ool bo unsallafaclory in nature. 

r.hetk one of these box of — I CONSIDER THIS REPORT TO BE CH eATIBI^ACTOBY O UNFAVORABLE CH UNBATISFAC^rOBT 



< 



/ 

>- 

< 



o. 

2 

O, 

o 



(If additional ipaoe U naedad attach extra sheet) 



SIQNATURE OF OFFICER 8EP0RTE0 ON~(ApplUa only to Sections J threugh 5) 



HJONATLfHH OF BEPOBTINO OFFICBB 



Has thii report been y 

shown or referred to I | 

Officer reporifd en? j-^ ^ 



V/h^o conipJofdd romovh carhon perp^T, /orword Pagm§ I ood 2f ixflf dofochod, lo BaP#rf* Pay# 3 for **OWc#r'« QualJ^caffos Pwcord /ack^ 

PAGE I 



NATPERS-9108 (REV. 6-45) 



PLEASE TYPE THIS FORM 
.If no typewritor U avalloble uso Ink but be sure oil eeples 



tt>» uo^ble. 
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DATE 



NAME 



SHIP OR STATION 



(last) 



(first) 



(middle) 



RANK AND CLASSIFICATION 



FILE NO. 



PERIOD OF REPORT (mo., day, year) 
DATK FROM I DATE TO 



DATE OF REPORTINO TO 
PR>:.SENT SHIP OR STATION 


OCCASION FOR REPORT 

r-j DETACmiENT OF r-l DOTACHMENT OF rn REGULAR rn 

\ 1 OFFICEll REPORTED ON LJ UKPOUTINO SENIOR LJ SE^n-AN"NUAL LJ QUARTERLY 


D SPECIAL 




2^ DESCRIPTION OF DUTIES 


SINCE LAST FITNESS REPORT (List most recent first and deicribe aceurslely. Include periods of leave, transit, etc., also 


PROH 


TO 


Includa employmant if ship.) 


MO. 


YR. 


MO. 


jnri. 




















— 1 


1 ~ 



























Has 

3 . 



present duty changed since lust fUncsa report was submiltodf 



ZJ Yet 



□ 



Ne 



IF COUnSE.S OF INSTRUCTION WERE COMPLETED DURINO PERIOD Op TIIIR REPORT. UST TITLE OF COUB8B, LOCATION OF SCTHOOL. 
LENCTU OF COURSE AND DATE COAU‘LETED. 



Are ynu physically quaRfle<9 
for Sea Duty! 



□ 



Yes 



Dnp D 



Don’t 

Knew 



4 * If Aviator. Indicate Ne. of 
Flight Hours Last Two yean 
for Each Type Alrrrslt (List 
Most Recent Type First) 


TYPE OF AIRCRAFT | 










1 


i 


TOTAL 


NO. or HOURS 










1 


i ■' 




5 MY PREFERENCE 

FOR NEXT DUTY 

IS: 


8E-V 


1 ICIND OF DITY 


LOCATION 


SHORE 


KIND OF DUl’Y 


LOCATION 



SECTION 6 TO BE FILLED IN BY 
REPORTING OFFICER 



NAME OF REPORTING OFFICER 



RANK 



FILE NO. 



OFFICIAL RTATIIS RELATIVE TO OFFICER REPORTED ON 



eo 

UJ 

CO 

o 

0. 

oc - 
3 

a. 



IS THIS OFFICER QUALIFIED TO PER- 
FORM ALL HIS Q 



INDICATE MORE RESPONSIBLE DUTIES FOR WHICH HE 18 IN TRAINING. (If none, oo state) 



PRESENT DUTIES? 



YES 



NO 



DATI-: OF EXPECna) 
QUALIFICATION 



Omment on special or outstanding quoILflcations os uell as any physical defects, which should be considered in determining the kinds of duty to which ho ahould be detailed. Only roinmetUs ^ 
quallflcatlons significant In deUlllng should be entered here. ANY COILMENTR REGARDING FITNESS FOR PROMOTION SHOULD BK ENTERED IN SECTION 12 ONLY OF PAGE 1. 



u 

o- 

c: 

o- 



< 

4C 

< ■ 

ce 

OL - 
OL 

< 



FOR WHAT DUTIES 18 HE RECOMMENDED? 
ASHORE 



AFLOAT 



SIGNATURE OF OFFICER REPORTED ON (Applies only to Sections I through 5) 



SIGNATURE OF REPOBTINO OFFICER 



\rien complefed remove carboo paper, forward Paffet I and 2, not detached, to BuPeri. Hefaia Page $ for 

PAGE 2 



''OIUceFu QuaJlHcatlon Record Jacket'*, 



OWCER’S QUALIFICATION REPORT 



OFFICER QUALIFICATIONS RECORD 




When completed remove carbon paper, forward Pages I and 2, cof detached, to fiuPen. Hetoxa Page 3 lor "Oiflcer’a Qua/i/icafloo Hooord Jaclattf** 

PAGE 3 



"Q.UGstions for Ratces** 

Ranlc Corp Line Aviation Staff 

1* What is your feeling toward the U»S.Navy fitness repbrt • eyotem? 



2* What knowledge do you have of the contents of your last fitness 
report? Full ^Partial Hone Rumor • 

3. If the answer to 3 above is Full or Partial , hov/ did you gain 
this knowledge? 



4, How do you feel about the discussion of fitness reports 
betx-/een the rater and the ratee? \i/hy? 



5* Do you presently intend to make a lifetime career of being a 
Haval Officer? Yes ^Ho • 

6, Are you interested in improving yourself as a Haval Officer? 
Yes ^Ho • 



7» Do you feel that your superiors have a fair understanding of 
your capabilities and limitations as a Haval Officer? 

Y e s 0 Par t i ally Vi/hy? 



8, Do you feel that your equals have a fair understanding of your 
capabilities and limitations as a Haval Officer? 

Y e s 'E 0 P a r t i al 1 y V /hy? 



9, Do you feel that your subordinates have a fair understanding 
of your capabilities and limitations as a Naval Officer? 

Y e s 0 ^P a r t i al 1 y Why? 



'’Q.ucstions for Ratces” 



G3 



Pap:e 2 

10, Do you feel that you are aware of your own strengths and weah 
nesses as a Naval Officer? Yes ^No ^Partially _Why? 



11, Do you make any concrete attempts to improve your shortcomings 
as a Naval Officer? Yes ^No If yes, how? 



12« Do you consiously make an effort to appear at your hest for a 
short period "before your fitness report is due for su"bmission? 
Yes No ♦ 



13« Do you know what standards of performance your rater has set 
up for you to meet as a Naval Officcr?Ycs ^No • 

14, How well do you think that you measure up to those standards? 
V/hy? 



15, If you were offered an opportunity to choose your next billet 
in the Navy, v/ould you know how to choose one whore your 
abilities would be best displayed? Yes No W hy? 



16, If you were offered one year in college (or other training) 
v/ith a free choice of courses, would you know how to pick 
the type courses v/hich would improve your general ability as 
a Naval Officer? Yes No W hy? 



Do you feel that your fitness reports will properly represent 
you to promotion boards and in your official record? 

Yes No , W hy? 



17 , 
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“O.uestions for R£?,ters not Advocating, a Discussion” 

Rank_ Years Commissioned Service 5 10 15 20 25 30 

!♦ ¥hat is your attitude toward the U.S.Navy fitness report system? 



2, Do you helieve that fitness reports can he of any value to the 
Navy other than selecting officers for promotion and assignments? 

Yes ^No ; If yes, what other values? 



3, It is assumed that every officer having responsibility for others 
sets in his mind standards against which he measures the perform- 
ance of subordinates. How do you communicate to the subordinate 
his performance with respect to these standards? 



4. Have you ever discussed a subordinate’s work performance with 

him? Yes "So • 

5. (a) Have you ever discussed a fitness report with a subordinate? 

Yes ^0 . 

(b) If yes, why did you discuss it with him? 



6. If the reason for 5(b) above is other than "required by regulat- 
ions", (a) what was the attitude of the subordinate toward the 
discussion? (b) what was your attitude? 



“Q.ueations for Raters not Advocating a Discussion*' 



Page 2 

7, If 6 atove wao answered, (a) did the work performance of the 

subordinate improve after the discussion? Yes ^No | (b) 

was there any resentment on the part of the subordinate after the 
discussion? 



8, If regulations required a. discussion of... fitness reports with' the 
ratee prior to submission to the Bureau of Naval Personnel, i/hat 
would be your personal objections to such a procedure? 



9, Would your objections be the same if you were with a unit afloat? 



”Q.uestions for Raters AdTocating a Discussion” 



Ran)c Years Coiranissioned Service 5 10 15 20 25 30 

1« "What is your attitude toward the U.S.Navy fitness report system? 



2. Why do you discuss fitness reports with ratees? 



3# Briefly, how do you proceed with the discussion of fitness 
reports with ratees? 



4. Do you believe that fitness reports can be of any value to the 
Navy other than selecting officers for promotion and assign- 
ments? Yes No J If yes, how? 



5* It is assumed that every officer having responsibility for 

others sets in his mind standards against which he measures the 
performance of subordinates. How do you communicate to the 
subordinate his performance with respect to these standards? 



6. What has been the effect on the ratees v;ith whom you discussed 
fitness reports? 
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“Q.uestions for Raters Advocating a Discussion” 

Page 2 

Vhat has heen the effect on discipline among those with whom 
you have discussed fitness reports? 



8* Have you ever experienced a feeling of inadequacy or embarr- 
assment in discussing fitness reports with subordinates? 

Yes No . 

9, (a) Have any ratees expressed resentment toward you after the 
discussion? Yes No • 

(■b) If yes, about what percentage? 

10# After interviewing subordinates regarding fitness reports, do 

you feel that the command (unit) has been strengthened? 

weakened? unchanged? 

11, As a resulb of an interview regarding fitness reports, do 
you feel that you have a better understanding of the ratee? 
Yes ^No • 



12. Do you feel that the time required to discuss fitness reports 
has been wasted? Yes No ; ¥hy? 



13. Do you feel there would be any essential difference between 
units afloat and ashore regarding discussing fitness reports? 
Yes No • If yes, what differences? 



14. Do you think that a discussion of fitness reports between 
the rater and the ratee should be required by regulations 
in all cases? Yes No • If no, please explain. 
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"Comparison of Fitness Reports” 

1* This fitness report (has) (has not) been referred to the ratee* 

2# The ratee’s rank is . His classification is • 

3# Referring to sections 7,8 and 9a, the percentile rating is: 

• 
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4, This report is classified by the rater as: 

Satisfac'c-ory Unfa'/orable Unsat isfacto-^y 

5a The total number of items observed in section 12 is 



6» Referring to section 12, complete the following form: 
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I’or qviestion ri:.Lt.o«r four, wifu the co:^'bin( 5 d t^roups, 
ei:5ity- three percent deoirc the diocus»ion, seventeen per- 
cent oppose it* 

Vuestions nu oeris tv/elve and fifteen were not listed in 
ttlis table because 100 percent of the replies ►ore 72,5 in 
both cases* 



I 



At)'jendi2L L 



ihe survey oi' fitnssu report wcco)?ip^ ^ on the faTw. 
f’Xriibitoa in >>./■ '‘nuix i> gave vie nii orical end p^rcentafie 
fi ,iii*es listed on iiio forms in thin section* 

Significant differences exist in the total nurfoer of 
'^.c.x'tcs placed, in the rorcentile ratine for th« higlieat ten 
ijorcent colur’ii ana the next twenty percent coliircn for sect- 
ion seven alone »nd sections ocivcn, eight and nine(a) when 
totaled* The »' 0 '.rhs on fitness re.- orts chovfn to rateeo were 
sifniificantly larf;er in the hichest ten percent column* The 
cemrutations for these differences are given below* 
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“Comparison of Fitness Reports*' 

1* This fitness report (has ) (hasc referred to the ratee* 

2, The ratee’s rank is « His classification is • 

3. Referring to sections 7,8 and 9a, the percentile rating is: 
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Satisfact ':>ry Unfavorable Unsatisfactory 

5o The total number of items observed i]i section 12 is _ 
6a Referring to section 12, complete the following form: 
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“Comparison of Fitness Report s “ 
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1* This fitness report (iisca) (has not) been referred to the ratee. 

2. The ratee^s rank is . His classification is • 

3* Referring to sections 7,8 and 9a, the percentile rating is: 
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Section 7 Tot. 307 2 

(“prrt is classified by the rater as 
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Sa-tisfac'c ory Unfa'.'orable Unsat isfa,cto; 4 >y 

5o The total ni-mber of items observed in section 12 is ^ 
6, Referring to section 12, complete the following form; 
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